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Guest Editorial 
Leadership: 
An Imperative We Must Not Ignore 
The classic essay by Arthur McAnally and Robert Downs was one of the first articles I 
accepted as editor of C&RL. That essay greatly heightened the profession's consciousness 
about the pressures under which many library administrators labored. This article was par-
ticularly significant to me because I was about to assume the director of libraries position at 
the University of California-Berkeley. Their advice gave me pause for thought and empha-
sized for me the importance of leadership. 
During the 1970s academic librarians paid a great deal of attention to improving the qual-
ity of management in their libraries. The Management Review and Analysis Project 
(MRAP), developed by the Association of Research Libraries, provided libraries with the 
ability to examine issues of library structure, communication, and governance. The MRAP 
techniques could be used to draw a blueprint for the future. MRAP was only one effort to 
address the problems of disaffected staff, overly paternalistic administrators, and librari-
ans' reluctance to change. In my opinion, librarians are now better managers and staff are 
better-prepared participants in planning and decision making. 
During the 1980s managerial competence issues have been somewhat subordinated to 
another related concern: organizational leadership. The writings of Warren Bennis and 
Tom Peters, Rosa beth Kantor, and Peter Drucker all draw attention to concerns about orga-
nizational leadership. The phenomenal success of the Japanese in developing products 
and in penetrating foreign markets coupled with the failure of American institutions to 
keep pace has only added a sense of urgency to the issue. Lee Iacocca, with his energy, 
charisma, and bulldog persistence, seemed to almost single-handedly turn around the 
Chrysler corporation. For many he became a folk hero. They asked themselves, Why can't 
the seemingly faceless corporate executives be more like Lee? 
The library profession has also focused on leadership-related questions; it is searching 
for its own versions of Lee Iacocca. One can't attend a conference without hearing com-
plaints about the lack of leadership or pleas that something be done, and fast. During my 
career I have been privileged to work with a number of individuals who merit the accolade 
"leader," but I must admit that they have been too few. At present, the profession enjoys 
the commitment of many individuals who have recently moved or are on the brink of mov-
ing into leadership positions, but I fear their ranks are still too thin. We need to expand 
further the pool of potential leaders, and to accomplish this we must make a more tangible 
commitment to staff development and leadership training-and "tangible" means hard 
dollar commitments. Staff development is one activity on which we can't afford to skimp. 
Most academic librarians realize that our future is quite clouded. Some are quite pessi-
mistic; certain officials I know have likened research libraries to dinosaurs who have long 
outlived their usefulness. Others of us view the future with great optimism. If we will only 
seize the opportunity, librarians can serve a central information-providing role in academic 
environments. But we need strong leaders to pave the way. 
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As one who has been privileged to have been associated with a group of fine universities, 
I have come to understand how they operate, how tradition shapes their policies and pro-
grams. I believe the pressures under which university officers-presidents and particularly 
academic vice-presidents-operate have become enormous during the last decade. Librari-
ans experience many of the same pressures. For example, the pace of organizational life has 
accelerated, and the rapidity of technological change often exceeds the ability of organiza-
tions to absorb these technologies in ways that are not at least temporarily destabilizing. To 
manage these changes and to better position libraries so that they remain major players in 
the campus information infrastructure, the next generation of librarians will require not 
only competent managers, but professionals who exhibit a full range of leadership quali-
ties. 
RICHARD M. DOUGHERTY 
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50th Anniversary Feature-
The Structuring of 
the Scholarly 
Communication System 
Charles B. Osburn 
This article is both a primer to the subject of scholarly communication as a system and a sum-
mary of its present status. In tracing the broader aspects of the development of this system, the 
principles and innovations of librarianship throughout the ages are presented as essential to 
the structuring of the system's adherence to the most fundamental principles of science and 
scholarship. 
he management of academic li-
brary services assumed a vast 
new dimension of complexity 
when our profession concluded 
that its business is foremost the provision 
of access to information. For this seem-
ingly simple conclusion implies that the 
management of academic libraries must 
look more deeply than ever before into its 
kaleidoscopic environment to fathom the 
most fruitful approaches to this singular, 
yet nebulous, goal. Like the bourgeois gen-
tilhomme, who discovered that all his life 
he had been speaking prose, we have dis-
covered our place in what now is called 
the scholarly communication system. The · 
system is not new, of course, any more 
tJlan is the role libraries play in it. 
The terms scholarly communication and 
system have not always been used to-
gether; moreover, the former phrase is of 
relatively recent coinage. It is entirely fit-
ting that those two words be combined to 
create a special significance, however, be-
cause words with the ''scholar'' root are 
derived from Greek through the French 
scholies, meaning critical notes or foot-
notes. Thus, scholarly communication is 
well rooted in the concept of documented 
communication. That this communication 
functions in a system was both a premise 
and a conclusion of the American Council 
of Learned Societies' report on the sub-
ject, commonly referred to as the National 
Enquiry. 1 The present understanding of 
the phrase scholarly communication system 
may not have been advanced first in the 
National Enquiry report, but the phrase 
clearly gained acceptance as a result of its 
use in that document. Scholarly commun-
ication behaves as a system, that is, a 
group of components that are influenced 
by each other as well as by the group's en-
vironment, each component serving as 
the environment of a subsystem. Major 
components of the scholarly communica-
tion system are the scholars and scientists 
who initiate communication, publishers, 
librarians, and the scholars and scientists 
who receive that communication. Bearing 
in mind that this system overlaps others 
and that each component is a system it-
self, this brief description omits, although 
implies, many complexities. 
Literature on scholarly communication 
has been scattered and incohesive until 
very recently because this type of com-
munication has not been examined very 
frequently as a system. Each of the compo-
nents is surrounded by a corpus of litera-
Charles B. Osburn is the Dean of Libraries at the University of Alabama in Tuscaloosa, Alabama 35487. 
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ture, to be sure. But because of the syner-
gistic nature of systems, the sum of all the 
information about each component does 
not present a holistic picture of the inte-
gral system of scholarly communication. 
That remains to be done. An excellent be-
ginning has been made by Herbert Mor-
ton and others, who have assembled an 
annotated bibliography of studies on as-
pects of each component. 2 Arranged in 
eleven chapters, the work opens with an 
extensive essay on the literature of schol-
arly communication. Whereas the Morton 
critical bibliography emphasizes the hu-
manities and social science components of 
the system, P. J. Hills devotes more atten-
tion to the sciences and technology in a 
survey article, whose bibliog:t.:aphy com-
plements Morton's quite well. 3 
The present paper is intended to pro-
vide a comprehensive, yet general, de-
scription of the evolution of the scholarly 
communication system to its current 
stage, with special attention paid to the 
fundamental principles that drive the sys-
tem. In examining both the formal aspects 
of scholarly communication and the cur-
rent transitional phase of its system, it is 
further intended for this paper to show 
that the system has gained its structure 
and continues to restructure itself through 
the influence of relevant principles of and 
advances in librarianship-that librarian-
ship has consistently opened the portals 
of opportunity for scholarly communica-
tion and advanced the system to more so-
phisticated levels. 
FUNDAMENTAL PRINCIPLES 
The Scientific Model 
Owing to the prominence achieved by 
the physical sciences throughout the cen-
turies and especially during our own, it 
has become nearly impossible to contem-
plate the principles behind any organized 
pursuit of natural truth without compari-
son to the standards established by sci-
ence. And it is precisely through the prin-
ciples of science that refer to replicability 
and to critical debate by the scientific com-
munity, principles that are second in im-
portance only to objectivity, that the role 
of communication stands out as an essen-
tial characteristic of science. 4 Without 
communication there is no science. Only 
May 1989 
when theory or discovery is either vali-
dated or invalidated by the scientific com-
munity has science taken place, and that is 
a process of communication. 
Variations 
Scholarship outside of science incorpo-
rates many of the principles of science 
and, in the end, is validated through a 
process of communication very similar to 
that of science, but lacking its apparent 
conclusiveness. That difference has more 
to do with differences between the sub-
jects of inquiry than with the principles of 
inquiry, however. Scholars in all fields 
document their work so that others can re-
trace their processes and so that they can 
refer to influential support in areas that 
are not a part of accepted knowledge or 
that otherwise represent an unproved hy-
pothesis advanced by the scholar. The de-
gree of emphasis given to one over the 
other of these purposes for documenta-
tion varies by field of inquiry, but in all 
cases documentation is an explicit expres-
sion of the principle of communication. 
All fields advance on similar bases. Dis-
coveries must be described for others in 
the community so that they can be ob-
served or verified in some other way and 
so that they can be made relevant to the 
advancement of knowledge in the field. 
Theory and interpretation have as their 
purposes the enhancement of knowledge 
and the stimulation of further inquiry at a 
new plateau that provides a new perspec-
tive on the subject. Experimentation and 
the accumulation of a coherent body of 
facts are functions that are similar to each 
other insofar as their purpose can be either 
to test theory and interpretation or to pre-
pare the way for such activity. The synthe-
sis is a record of the status of accepted fact, 
theory, and interpretation, whose pur-
poses can be as varied as its readership; 
but it is a very formal communication. 
Peer Review 
Motivating all of these aspects of schol-
arly communication (discovery, theory, 
interpretation, experimentation, accumu-
lation of fact, and synthesis) is the individ-
ual's drive for acceptance by the peer com-
munity. For it is through peer acceptance 
that the scientist or scholar achieves sue-
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cess and that knowledge advances. The 
two results are inseparable. Therefore, the 
principle of peer review is of utmost im-
portance in the scholarly communication 
system. 
As it is commonly understood, peer re-
view is the process whereby authorities in 
a given field determine the validity and as-
sess the relative significance of a particular 
contribution of a scholar or scientist 
within that field. Peer review is a very for-
mal process of communication within a 
closed society of experts, a process that is 
undertaken both for and by that closed so-
ciety. Whether this formal process is car-
ried out on printed paper or simply 
through word of mouth, or by any other 
medium, it determines in large measure 
the extent to which subsequent scholarly 
communication will surround the contri-
bution in question. Therefore, peer review 
is central to scholarly communication and 
implicit in anything to be discussed about 
scholarly communication in this paper. 
The subject of much debate ever since the 
awakening of modern science, peer re-
view has been examined most recently by 
Stephen Lock, whose study includes a 
comprehensive review of the literature on 
the subject.5 
Publication 
Peer review finds its broadest formal ex-
pression in the process of publication, first 
because editorial review by experts often 
is required prior to acceptance for publica-
tion and, second and most obviously, be-
cause the contribution then is presented to 
a much larger audience of specialists and 
others. Although for several centuries the 
verb "to publish" has had a very specific 
meaning, it is useful to bear in mind in this 
connection the more general meaning of 
its direct Latin root publicare (to make pub-
lic). As we will see later in this paper, the 
growth of electronic scholarly communi-
cation media may very well suggest a re-
turn to the more general root meaning of 
publish. In sum, just as communication is 
an essential ingredient in science and 
scholarship, so is publication a fundamen-
tal vehicle of that communication. 
STRUCTURING THE SYSTEM 
The scholarly communication system is 
not a twentieth-century invention any 
more than is scholarship. As a system it 
began with loosely connected compo-
nents and underlying principles that were 
woven more and more tightly together by 
structuring forces over many centuries. 
An overview of the evolution of this struc-
tural system should provide insight into 
the nature of the system in its present 
state. Rather than attempt to describe the 
most rudimentary elements of the schol-
arly communication system such as lan-
guage and writing, this paper will address 
some of the influential forces that have 
shaped the system. 
Libraries 
When scholars began to communicate in 
writing they in effect began documenting 
their work and their communication. Li-
braries were created to facilitate the diffu-
sion and the preservation of that com-
munication and to further its growth. 
Thus, the library was intended to be a 
place for scholars to congregate; a nucleus 
of communication, both oral and written. 
Enhancing this purpose was the principle, 
associated most frequently with the Alex-
andrian Library, of compiling a complete 
record of the achievements of humanity. 
All of the functions that can be imagined 
for the research library of the twenty-first 
century were imagined by the third cen-
tury B.C., only with greater simplicity and 
clarity. That early library was more than a 
physical site; it was the conceptual frame-
work for a system. The history of aca-
demic libraries, viewed from this perspec-
tive, remains to be written. 
Printing Press 
The invention of the printing press in 
the fifteenth century stimulated the need 
to further structure the scholarly com-
munication system in response to the 
many ways in which printing altered both 
the volume of scholarly communication 
and its substance. It not only made avail-
able a much greater number of texts, but 
also gave greater assurance to their uni-
formity and dependability. Improved uni-
formity then led to the practicability of the 
alphabetical index, a direct aid to scholar-
ship, and encouraged information ex-
change among scientists of different coun-
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tries, who then could accumulate 
information faster and more reliably . 
These changes brought with them a 
greater receptivity to new ideas and the 
acceleration of progress. It was with the 
rapid adoption of the printing press by the 
scholarly and scientific community that 
the present relationship between scholars 
and publishers established itself and that 
economics began to play a role of some im-
portance in the process of scholarly com-
munication. The influence of the printing 
press on scholarly communication is ana-
lyzed very thoroughly by Elizabeth Eisen-
stein.6 
Learned Societies 
In the seventeenth century scientific 
and scholarly associations began to flour-
ish. Their original purpose was to facilitate 
and enhance communication among sci-
entists and scholars, with the scientific or-
ganizations providing the model for oth-
ers. By the nineteenth century learned 
societies had assumed the added respon-
sibility of representing their respective 
fields to the public, and by the middle of 
the twentieth century that role had ex-
panded to include political activity in the 
interests of the advancement of the field. 
The learned society created a manageable 
forum for critical debate and peer review, 
achieving the ultimate function, in that re-
gard, of publishing both books and jour-
nals. Not only was society publication a 
logical development, it also was a re-
sponse to the increasing difficulty of per-
suading a commercial publisher to publish 
information that would attract relatively 
few sales among the general public. The 
learned society facilitated communication 
as well through periodic convocations of 
its membership, at which time papers 
would be read and ideas exchanged 
through conversation, much as such gath-
erings function today. But the most signif-
icant contribution of the learned society to 
scholarly communication clearly was its 
establishment of the journal roughly 325 
years ago. 
The Scholarly Journal 
Letters that scholars circulated among 
themselves to describe their activities 
were the antecedents of the journals es-
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tablished in the middle of the seventeenth 
century in France and England. Journals 
could perform the same function, but they 
could also reach a much broader reader-
ship simultaneously, and were well suited 
to reporting experimentation, which was 
becoming characteristic of modern science 
and which required publication of rela-
tively short reports in installments. The 
scholarly journal embodied all of the prin-
ciples important in scholarly communica-
tion and, more generally, encouraged re-
search and enhanced communication. 
Attesting to these more general functions 
of the journal is the startling increase in its 
numbers. With the inclusion of book re-
views, the journal even made it possible to 
stay abreast of scholarly book publication, 
which had accelerated due to the printing 
press, the learned society, and the general 
stimulation to scholarly activity afforded 
by the journal. 
"The processes of the journal are 
largely responsible for the cumula-
tive nature of the sciences and for the 
integration of scholarship in the hu-
manities." 
Much has been written about the jour-
nal, for it is the most characteristic expres-
sion of the spirit of science and scholar-
ship, and its history reflects the evolution 
of science and scholarly research. The 
processes of the journal are largely re-
sponsible for the cumulative nature of the 
sciences and for the intepation of scholar-
ship in the humanities. . 
The Library Catalog 
Due to momentum generated by the 
printing press, the learned society, and 
the journal, the scholarly communication 
system became very dynamic. The system 
had purpose, in terms of its principles; it 
had energy, in terms of the substance of 
communication; and it had mechanisms, 
in terms of the printing press and the for-
mats made practical by it. What the sys-
tem lacked was structure, the element that 
renders the system coherent and usable. 
The library brought to the system that nee-
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· essary element to ensure that the system 
created by scholarship would work for 
scholarship, to ensure that as energy and 
momentum increased the purpose of the 
system would not be forgotten. The li-
brary accomplished this through the col-
lection, organization, and preservation of 
the vehicles of scholarly communication. 
But it also went well beyond these func-
tions by creating the library catalog. 
The Alexandrian Library was the site of 
the first known attempt at a library catalog 
on a large scale, which entailed considera-
bly more than a simple listing of author 
and title. Subsequent refinements in the 
catalog are well known: the shift from lists 
to files of cards for ease of consultation 
and updating, standardization of biblio-
graphic description, establishment of 
name and subject authorities, and devel-
opment of the online catalog with a variety 
of points of entry. These advances have 
put order to what otherwise would be 
chaos, thereby ensuring the continuity of 
scholarly communication over space and 
time. 
The library catalog also became the 
model for other structuring forces in the 
system. They are the bibliographies, the 
indexes, and the abstracting services that 
apply to subject fields, books, and jour-
nals the principles of the library catalog. 
The library catalog and its derivatives 
comprise a part of the system's structure 
that reflects the dynamism of the entire 
system. 
Professionalization 
Of the major forces that have given 
shape to the scholarly communication sys-
tem, one was a social phenomenon of con-
siderable influence. That is the profession-
alization of science, scholarship, and 
librarianship. 
Among the effects of the Industrial Rev-
olution were the development of a keen 
awareness of the need for specialized 
knowledge and the establishment of a 
strong movement toward institutional 
egalitarianism. These new directions led 
to the expanded provision of higher edu-
cation to classes of society which previ-
ously were unassociated with academia 
and which then began to answer the call 
for leaders prepared with deeper and 
more specialized, usable knowledge. This 
thrust toward training to meet the rapidly 
changing needs of industry and society 
and, through that channel, to improve the 
individual's status helped bring about a 
far greater departmentalization in univer-
sities than had been known before. It was 
at that time that the Ph.D. became the ac-
cepted requirement for university teach-
ing, which constitutes another step in the 
direction of specialization. That require-
ment had a concomitant effect, for it im-
plied very serious commitment to scholar-
ship in a particular field. No longer would 
science and scholarship rest in the hands 
of the amateur. Science would from that 
time forward be the enterprise of industry 
and academia, while academia would be-
come the sole residence of humanities 
scholarship. The population involved in 
the scholarly communication system 
thereby became better defined. 
As we know very well, the trend toward 
specialization has continued through the 
twentieth century, as has the democrati-
zation of academia. Academia has become 
a pluralistic institution wherein individual 
success is based on individual merit, 
which is judged foremost in terms of 
scholarly communication. Consequently, 
individual scholars and scientists identify 
more closely with their disciplines within 
the scholarly communication system than 
they do with the institution in which they 
are situated. That attachment has been re-
inforced consistently by improvements in 
the ease of travel to attend meetings and to 
consult libraries and by advances in 
means of communication, such as tele-
phone networks, postal services, and tele-
facsimile machines. 
Much was also done to facilitate aca-
demic scholarly communication by the 
professionalization of librarianship begin-
ning near the close of the nineteenth cen-
tury. Elementary principles and struc-
tures created centuries earlier were made 
more sophisticated in anticipation of the 
ways in which the system might be ad-
dressed. In fact, an examination of the cat-
aloging rules changes of the twentieth 
century might even suggest that the pro-
fessional endeavor toward perfection was 
pursued to a fault in constructing a re-
search tool so complex that its great power 
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could be put to full use by relatively few 
scholars. Nonetheless, the rapid progress 
of all aspects of librarianship during this 
century is due largely to the professional-
ization of the field. 
A New Subsystem 
Science and scholarship have flourished 
throughout the ages commensurate with 
the level of sponsorship they have been 
accorded. Centuries ago, those scholars 
and scientists who were not of indepen-
dent means sought patronage. Later, uni-
versities sponsored their work by provid-
ing them income, a place to engage in their 
intellectual pursuits, and the time to do 
so. In the middle of the twentieth century, 
particularly in the United States, World 
War II became the stimulus for the estab-
lishment of an unprecedented partner-
ship between academia and the federal 
government, based on sponsored re-
search. That new partnership quickly be-
came so successful by generating new en-
ergy in the scholarly communication 
system that a new subsystem was created. 
Research in weaponry was of the high-
est priority in the United States during 
World War II. Toward the goal of attract-
ing the greatest number of the nation's 
best scientists to conduct research in 
weaponry, an arrangement was devised 
whereby the government would finan-
cially sponsor, through contracts and 
grants, research in that area and in other 
areas of interest as they emerged. The pro-
cess was built upon the principles of peer 
review, as developed in science, and of 
meritocracy, as adopted in academia, and 
it soon made of academic research a large 
enterprise in the eyes of the government 
and an influential force in academia. This 
new partnership between government 
and academia was nurtured by a syner-
gism that yielded results for the govern-
ment and burgeoning sources of support 
for academic research, eventually in 
nearly all disciplines. Among the govern-
ment agencies that have fostered this rela-
tionship are the National Science Founda-
tion, the National Endowment for the 
Humanities, and the Office of Education, 
all of which recently have been directing 
increasing support to the maintenance 
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and strengthening of the scholarly com-
munication system. The latter effort has 
contributed greatly to large-scale informa-
tion networking, preservation of library 
materials, cataloging of library materials 
and expansion of national bibliographic 
databases, and innovative employment of 
information technologies. Because of the 
symbiotic nature of the relationship that 
has developed between academic re-
search and the U.S. government, and in 
consideration of both the magnitude of 
the research efforts it encompasses and 
the interaction it has with the rest of the 
scholarly communication system, this 
new partnership can be considered to 
function as a subsystem. 
The Computer 
When the computer and ancillary infor-
mation technologies were applied to an 
overburdened and perhaps outmoded 
system of scholarly communication, a 
new age was heralded. It was soon discov-
ered, however, that the solutions to old 
problems, which were reduced in severity 
by the computer, were counterbalanced 
by the introduction of a new set of difficul-
ties brought about, ironically, by the great 
potential of the computer. The advent of 
the computer had such jolting impact on 
scholarly communication, primarily be-
cause of the swiftness of change it gener-
ated, that it is very largely responsible for 
the attention now given to scholarly com-
munication as a system. The computer 
caused an unprec~dented self-conscious-
ness within the system about scholarly 
communication as a system. 
Whether or not the computer has af-
fected society and scholarship to a greater 
degree than did the printing press, as we 
sometimes hear, is an issue that remains 
for future historians to determine. But 
there can be no doubt that its influence has 
been great. The computer and its ancillary 
technologies have been adopted by all 
agents participating in the scholarly com-
munication system, from the creator to the 
disseminator to the consumer. What the 
computer has made possible is the perfor-
mance of many functions simultaneously 
and at great speed, the compacting of vast 
stores of information into very manage-
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able formats, the facile manipulation and 
modification of that information, and the 
interconnectibility and correlation of dif-
ferent sets of information. When we think 
of information as communication, we see 
why the advent of the computer is such a 
landmark in the history of scholarly com-
munication: it tightened the system by in-
tensifying the immediacy of the influence 
of each agent upon the others. 
OUTPUTS AND 
MECHANISMS OF THE SYSTEM 
To the extent that the components of a 
function are influential on each other and 
the environment is influential on the com-
ponents or the whole function, that func-
tion exhibits the characteristics of a sys-
tem. The forces summarized in the 
preceding paragraphs of this paper fos-
tered the dynamism of the evolving schol-
arly communication system in several 
ways: they facilitated, encouraged, and 
accelerated scholarship, and conse-
quently increased scholarly output. 
Scholars communicated at astonishingly 
accelerated rates over those of just a few 
centuries ago. Their views of this activity 
were determined by their individual pur-
poses and the principles of science. Pub-
lishers selected, packaged, and distrib-
uted that communication in their de facto 
role of disciplinary gatekeeper, their selec-
tions having been influenced both by their 
understanding of that role and by eco-
nomic considerations. Libraries consoli-
dated scholarly communication over time 
to make it available to scholars. Of course, 
these are grossly oversimplified descrip-
tions of the traditional activities of the pri-
mary agents in the system. 
The outputs of the scholarly communi-
cation system take many forms. They may 
be published writings, such as books, 
journal articles, or reports; they may be 
unpublished writings, such as correspon-
dence, papers, and other memoranda; 
they may be unrecorded communications 
in person or via electronic media of many 
types. Those communications that most 
often occur outside the arena of the pub-
lished or broadly distributed are consid-
ered to compose the social phenomenon 
called the invisible college, which is a 
highly selective subsystem of scholarly 
communication. All outputs are associ-
ated with all disciplines, the patterns of as-
sociation varying, however, from one dis-
cipline to another. In any case, it is 
important to bear in mind that the relative 
importance of a given output of scholarly 
communication is determined through its 
acceptance or rejection by the recognized 
peer review authority in each field. 
''The relative importance of a given 
output of scholarly communication is 
determined through its acceptance or 
rejection by the recognized peer re-
view authority in each field.'' 
The connections among the agents in 
this system, among the agents and the 
outputs, and among the outputs had been 
accomplished until fairly recently through 
the linear flow of individual communica-
tions. Over the centuries, and especially 
since the adoption of the printing press, 
the scholarly communication system had 
evolved at an accelerated rate of speed, be-
coming more and more a tightly interwo-
ven set of systems and subsystems. Their 
thrust was the result of social needs met 
by the purposes and principles of science, 
whose implementation was encouraged 
and facilitated by innovations that were 
both institutional and technological. As 
suggested earlier, the introduction of the 
computer and related information tech-
nologies brought with it such rapid 
change and, more importantly, such vast 
potential for further change in the system 
that it was jarring to all the system's 
agents. That was the situation of the schol-
arly communication system around 1980. 
Since then, the future of the scholarly 
communication system has become an is-
sue. For the first time, there are glimmer-
ings of a self-awareness of the system as a 
system. The agents are becoming con-
cerned with not just their individual activ-
ity in a temporal, linear flow, but with 
their role in a larger, more complex, and 
rapidly evolving system. It is generally 
understood that the system has reached a 
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critical juncture and that it is in transition, 
although there does not seem to be at this 
time a well-defined individual goal se-
quenced in a linear flow for any of the sys-
tem's agents. But a social system that be-
comes self-aware will likely determine to 
control itself as a system, to conduct its 
various principles, mechanisms, and en-
ergies toward a purpose that should be 
achieved with as little conflict as possible 
among the goals of its constituent parts. 
Such a notion suggests that the scholarly 
communication system could be on the 
threshold of restructuring itself. 
THE SYSTEM IN TRANSITION 
The scholarly communication system is 
in the process of deep and rapid change, 
moving from a complex function whose 
system characteristics only recently have 
begun to be understood to an evolving 
system whose new direction is unclear. 
But the various agents in the system now 
view this set of activities from a new per-
spective and with concern. They are con-
cerned about the general future health of 
scholarship, relying as heavily and 
uniquely as it does on communication. 
Each agent is concerned about the role 
each will have later in the evolution of the 
system, and they are all concerned with 
the identification of the force that will be 
most influential in giving direction to the 
evolution of the system. 8 Following are 
some of the issues presented by the sys-
tem in transition. 
Intrusion of Economics 
Economics forms a vast supersystem 
that affects all aspects of human activity, 
one which became very directly and im-
mediately involved in the scholarly com-
munication system, as observed earlier in 
this paper, with the advent of the printing 
press. Now, under increasing influence of 
the computer and associated information 
technologies, economics is an ever-
present, distinct consideration through-
out the system. Publication is becoming 
less of a discrete function in the system, 
for the high-level technologies have re-
duced costs of what has become tradi-
tional publication to the point at which it 
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can become a pervasive function among 
all the agents. In a sense, this takes us back 
to the original meaning of the root publi-
care, to make public. This new capacity to 
completely integrate or absorb publication 
is accompanied by greater cost overall to 
the system, because of the overload of 
high production, and by heightened in-
tensity of concern about the economic as-
pects of copyright. 
In one way or another, the system in 
transition is now supporting two modes of 
operation: the so-called traditional with 
somewhat discrete roles, functions, and 
mechanisms; and the technology-
intensive mode of operation. The charac-
teristics of the transitional phase of the 
system may be most readily apparent in li-
brarianship and the publication industry, 
but they are to be found throughout this 
system. Consequently, the transitional 
phase brings with it economic impact of 
such magnitude and potential that it will 
almost certainly bring about very major 
agency and institutional changes within 
the system. Universities, for exarr.ple, will 
surely be forced by the economics of the 
situation to come to grips explicitly with 
the priority they assign to scholarly com-
munication. 
Circumvention of the System 
In the view of some observers of the 
evolving scholarly communication sys-
tem, fundamental principles of scholar-
ship and science may be in jeopardy. The 
ease of publishing, or making public, sci-
entific and scholarly information could 
lead to circumvention of that part of the 
system that traditionally has guaranteed 
the peer review and critical debate that are 
so essential a part of scholarly communi-
cation. Free exchange of ideas among 
scholars and scientists is an extension of 
these principles, and it is in that context 
that current U.S. government restrictions 
on access to certain categories of informa-
tion, rendered quite manageable through 
electronic media, is a circumvention of the 
system through the provision of only 
highly selective access. Therefore, it is a 
violation of fundamental principles of sci-
ence and scholarship. And even the na-
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ture of electronic information, which is 
highly transient, poses a threat to very im-
portant features of scholarship and sci-
ence. For among those important features 
are the abilities to track the development 
of ideas, to track the authority and valida-
tion of them, and to accumulate knowl-
edge. 
Noise in the System 
While circumvention of the scholarly 
communication system poses potential 
threat to the future health of scholarship 
and science, so does communication 
within system. Communication overload, 
the piling up of more information than can 
be used effectively or efficiently (also 
known as noise), is a phenomenon as old 
as writing and constitutes one of the pri-
mary reasons for the establishment of li-
braries ages ago. Historically, each time 
overload threatened to become a problem, 
means of gaining control over the com-
munication flow were created. Whether or 
not we have consistently lost ground in 
the battle against noise in the systein in 
spite of the many innovations designed to 
cope with it is an interesting question that 
remains to be debated in our literature. 
What does not need to be debated is the 
notion that the scholarly communication 
system of 1989 is fast becoming a deafen-
ing cacophony. 
Under the current load, the gatekeeping 
functions of publishers and learned soci-
eties can become overtaxed, weakened, 
and diminished; the principles of peer re-
view and critical debate may not be in-
voked with adequate rigor. In this envi-
ronment, many in the system believe 
there is a growing confusion of informa-
tion and knowledge that threatens to 
lower the general substance of communi-
cation. The issue of identifying quality 
within the vast quantity of communica-
tion is well known to all agents in the sys-
tem. In libraries, the traditional under-
standing of collections and of collection 
development must be reconceptualized. 
The Interface of Structures 
Universities occupy a very large place in 
the scholarly communication system inso-
far as they make possible much of the ac-
tivity generated by a substantial number 
of the system's agents: scholars, librari-
ans, and publishers. Until now, the struc-
ture of the university did not affect in evi-
dent ways the scholarly communication 
system, except to fuel it. As a system, 
scholarly communication evolves natu-
rally, as it is stimulated, and it is now 
evolving at an accelerated rate. In con-
trast, the university controls itself and is 
conservative, at least in part by design: its 
structure does not change quickly, for it is 
intended to be a stable institution that 
guarantees cultural and social continuity. 
In the university structure both the li-
brary and the computing center have been 
maintained as discrete sites with specific 
sets of local functions. How the library 
and the computing center should be asso-
ciated on campus is now an issue in the 
minds of many observers of higher educa-
tion. The issue is likely to intensify be-
cause it will be emphasized the more the 
location of the library and the computing 
center in the structure of the university 
clashes with their place in the structure of 
the scholarly communication system. 
Whereas the university has not even for-
mally acknowledged that libraries and 
computers are partners in the business of 
scholarly communication, the system of 
scholarly communication has evolved nat-
urally, so that the library provides the sys-
tem's conceptual framework and struc-
ture, while the computer provides the 
media through which the system oper-
ates. Unless the university's structuring of 
computers and libraries is adjusted to mir-
ror the structuring of the larger scholarly 
communication system, higher education 
could unwittingly pose an impediment to 
the harmonious process of the system that 
enhances science and scholarship through 
communication. 
THE LIBRARY AS STRUCTURE 
In spite of the many great complexities 
that cloud the social phenomenon we call 
the scholarly communication system, the 
fundamentals of that system remain con-
stant. Communication for the purposes of 
peer review, critical debate, and the ad-
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vancement of knowledge is an essential, 
integral part of science and scholarship. 
What has changed in recent decades is not 
that principle, but the volume of commun-
ication within the system. It is here that 
we discover that the library is the protect-
ive shield around the structure of a system 
whose survival depends upon continued 
implementation of its principles. It has be-
come clear that implementation of these 
principles is a function of selectivity and 
that selectivity is the underlying principle 
of librarianship. 
Selectivity is a fundamental characteris-
tic of all functions in the scholarly com-
munication system. Selectivity deter-
mines the extent to which the principles of 
scholarly communication will be imple-
mented; as Vannevar Bush observed 
nearly a half century ago, "The prime 
action of use is selection. " 9 It is upon sys-
tem selectivity that the survival of a social 
system hinges. And selectivity is embed-
ded deeply in the principles of librarian-
ship, where the purpose is to help other 
agents in the system be selective. Selectiv-
ity by the researcher is manifested in the 
choice of area for investigation, which is 
determined in part by knowledge of what 
has been or has yet to be accomplished. 
Selectivity by the publisher is manifested 
in the choice of information to be made 
public, a decision most often directed by 
either the economic viability or the quality 
of the information. Selectivity by the re-
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ceiving scholar is manifested in the choice 
of information to use, that decision being 
affected primarily by availability, conve-
nience and, within those parameters, de-
termination of relevance. 
In these cases, selectivity is agent cen-
tered. In the case of the library, however, 
selectivity is system centered, for here it is 
guided by the purpose of controlling in-
puts into the system for use by other 
agents. Comprehending this difference 
between the library and the other princi-
pal agents in the scholarly communication 
system is very significant to understand-
ing the unique role of the library as a 
protective shield around the structure of 
the system. 
The history of the library and the princi-
ples of librarianship is the history of the 
development of strategies to cope with the 
economics of and increasing noise in the 
scholarly communication system, in the 
interest of ensuring selectivity within, by, 
and for this system. Inherent in this pro-
tective function of the library-making the 
system work-is the closely related fimc-
tion of monitoring scholarly communica-
tion so that adjustments can be made. No 
other agent in the system has that func-
tion. Installed with this purpose, the li-
brary has acted and will continue to act in 
response to stimuli from its environment 
both within and outside the scholarly 
communication system, taking initiatives 
appropriate to the system's survival. 
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50th Anniversary Feature-
The Growth of the Profession 
Leigh Estabrook 
The article offers an account of the processes shaping the professionalization of college and re-
search librarianship within the framework of four contemporary sociological theories. The au-
thor suggests that structural changes within higher education and within the information 
industry affect the legitimacy, status, and territory of librarians' work. Growth of the profes-
sion cannot be accomplished through the efforts of librarians alone. The profession is pressured 
by demands from the organizations in which the library operates, the changing nature of pro-
fessional work, and competition from others to gain control of some areas of information work. 
his article offers an account of 
the processes shaping the pro-
fessionalization of college and 
research librarianship. It does 
not address the question of whether aca-
demic librarianship is or will become a 
profession. Nor does it offer a history of 
college and research librarianship. In-
stead, it examines the arenas in which aca-
demic librarians struggle-the academic 
community and the wider information 
society-and the ways in which librarians 
strive to shape that environment to 
achieve professional growth. The article 
presents an interpretation of the dynamics 
of growth of the profession of college and 
research librarianship within the frame-
work of contemporary sociological re-
search on professions. 
Occupational groups do not become 
professions simply by deciding and as-
serting that they are so, nor by some natu-
rally occurring set of events. Those occu-
pations that are regarded as professions 
achieve that recognition as a result of on-
going struggles to achieve control over 
their work, to control the external markets 
in which their services are delivered, and 
to achieve social and political status. The 
medical profession provides painful illus-
trations of ways in which professional au-
thority is fought for and maintained. Re-
cent examples include lobbying and 
legislation regarding the rights of nurse-
midwives and physicians' arguments 
with health maintenance organizations 
over autonomy in ordering medical proce-
dures. The struggle for power is ongoing 
because the environment in which profes-
sionals practice changes constantly: new 
professional groups emerge, new technol-
ogies are invented, and the political envi-
ronment shifts. 
Similarly, the growth of college and re-
search librarianship as a profession has in-
volved a complex process of actions taken 
by librarians, shifts in roles and relations 
of librarians to others in their academic 
communities, and actions and ·demands 
by external bodies. When librarians speak 
of growth, they are concerned less with 
the question of how many librarians prac-
tice than with the question of "to what ef-
fect." Growth is understood to encom-
pass increased status, increased auton-
omy, and increased control within the 
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workplace and within society. ~~ other 
words, growth includes recogmtion by 
others of the value of the profession and 
the opportunity to practice in ways th~t 
professionals believe to be most appropri-
ate. 
... 
THE SOCIOLOGICAL 
FRAMEWORK 
Several recent sociological studies sug-
gest ways of approaching the growth of 
professions and their struggle for control. 
Although these monographs give greatest 
attention to the medical and legal profes-
sions, their theoretical analyses provide 
important insights for the analysis of aca-
demic librarian ship. 
In this thoughtful study Professions and 
Power, 1 Terrence Johnson demonstrates 
the limits of those theories of professional-
ization that treat all occupational groups 
similarly and rank them according to the 
number of "professional traits" that they 
can claim or that they are in the process of 
obtaining. Johnson argues that profes-
sions vary widely according to the arenas 
in which they operate. He suggests that 
variations in power groupings within the 
profession, professional-client relation-
ships, and the "levels of professionaliza-
tion" of different occupational groups can 
only be explained by accounting ''for vari-
ations in the institutional framework of 
professional practice. " 2 • • 
Eliot Freidson, who previously studted 
the ways in which physicians achieve au-
tonomy and dominance, has rece~tly 
turned to the examination of the relation-
. ship between knowledge a~d professional 
power. In his book, Professwnal Powers: A 
Study of the Institutionalization of Formal 
Knowledge, he distinguishes between a 
profession's formal body of knowl~dge, 
which is developed through baste re-
search and taught within academic insti-
tutions, and the "working knowledge" 
that is employed by practitioners. 3 When 
professionals work in institutions, profes-
sional knowledge is transformed by the 
exigencies of the work environme~t .. Pro-
fessionals are influenced by admimstra-
tive rules, the power of some clients, lim-
ited resources, and the like. Freidson says, 
My basic thesis is that the actual substance of 
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the knowledge that is ultimately involved in in-
fluencing human activities is different from the 
formal knowledge that is asserted by academics 
and other authorities whose words are pre-
served in the dO'cuments that are so frequently 
relied on. 4 
Magali Larson's 1977. w?~k, The R~se of 
Professionalism, has a stgniftcantly differ-
ent thesis: "professionalism [is] ... an at-
tempt to translate one order of s~arce 
resources-special knowledge and skills-
into another-social and economic re-
wards. " 5 The characteristics of profes-
sions, such as formal training, .credential-
fig, professional association, co~es ?~ eth-
ics, and work autonomy, are stgniftcant 
because they contribute to and legitimate 
an occupation's claim to higher social sta-
tus, and thereby to its ability to gain con-
trol over markets for its services. 
Building on these theories but con-
sciously diverging from them, Andrew 
Abbott in The System of Professions6 ad-
dresses the limits of the concept of ''pro-
fessionalization" as presented by Freid-
son and Larson. He argues that it is 
useless to look at any one occupational 
group in isolation: professional groups 
develop interdependently. Furthermore, 
one must examine the connection be-
tween a profession and its work ("juris-
diction" in Abbot's terms)-and not 
merely the structure of the profession-if 
one wishes to reach an understanding of 
the growth of a profession. In a ser~es of 
case studies, including one on the infor-
mation professions, Abbot offers an alter-
native theory: 
Each profession is bound to a set of tasks by ties 
of jurisdiction, the strengths and weaknesses of 
these ties being established in the process of ac-
tual professional work. Since none of t~ese 
links is absolute or permanent, the professions 
make up an interacting system, an ecology. 
Professions compete within this system, and a 
profession's success reflects as much the situa-
tions of its competitors and the system struc-
ture as it does the profession's own efforts. 7 
In summary, these authors suggest that 
an understanding of the growth of college 
and research librarianship may be aided 
by examining (1) the e~ternal en.viron-
ment within which librarians practice; (2) 
working knowledge employed in practice; 
(3) strategies used to increase professional 
status; and (4) the jurisdictions within 
which college and research libraries oper-
ate. 
THE EXTERNAL 
ENVIRONMENT 
The pages of fifty years of College & Re-
search Libraries provide a constant reflec-
tion of academic librarians' awareness of 
the environment within which they work. 
One could easily track the changing con-
cerns of higher education by noting 
themes within the journal, e.g., the li-
brary's contribution to the war effort, the 
library's contribution to undergraduate 
education, and the library's contribution 
to the research community. Those issues 
of concern for the library range from 
changes within the higher education com-
munity to political and economic changes 
in society at large. The growth of the pro-
fession is not immune to any of these 
forces. 
Arthur McAnally and Robert Downs 
called attention to many of the issues still 
critical to the internal academic commu-
nity: information explosion, curricular de-
mands generated by increasing interdisci-
plinary work, reductions in budget, and 
technological change. 8 These forces con-
tinue to challenge the profession; but they 
are now combined with rapid structural 
changes within the university driven by 
dramatic increases in capital and operat-
ing expenditures needed to support infor-
mation technologies, research equipment, 
and personnel, and equally significant 
transformations in scholarly communica-
tion and information transfer facilitated by 
new technologies. Issues raised by McAn-
nally and Downs remain for the profes-
sion but are compounded by these eco-
nomic and technological forces. 
Administrative Changes 
The changing economic structure has 
led to closer administrative scrutiny of 
those facilities and services funded as un-
assessed overhead, e.g., the university li-
brary. In many institutions, units such as 
the publications office, the office of tele-
communications, and even the develop-
ment office now provide services only to 
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those departments that can afford to pur-
chase them. Departments that once pro-
vided free services to other units as a pub-
lic good now charge for those services. At 
the same time, most academic institutions 
are increasingly aggressive in examining 
ways to reallocate resources, as well as in 
seeking external sources of revenue from 
such sources as alumni or corporate part-
ners. 
Libraries have experienced fully these 
economic and technological changes as 
they ~ave coped with increasing costs of 
materials and technology. Capital invest-
ments displace persoimellines; cataloging 
networks displace much on-site original 
cataloging and the type of staff perform-
ing it. The impact on professional staff ap-
pears to be profound. Ruth Hafter' s study 
of cataloging professionals, library assis-
tants, and administrators led her to con-
clude that ''increased reliance in networks 
creates a trend toward the deprofessiona-
lization of cataloging. Control over the or-
ganization and scheduling of work is 
shown to be shifting from cataloging de-
partments to administrators. " 9 She also 
found that work is being restrucfured to 
allow a lower level of personnel to per-
form tasks previously assigned to profes-
sionals. A current study of this author 
supports these findings and suggests that 
similar patterns are evident in public ser-
• 10 
VICeS. 
The profession is changing not only in 
its internal structure, but also in its rela-
tionships to its institutional base and its 
clients. Within the university, deans and 
directors of libraries are subject to the 
same shift in role that is being experienced 
by other academic administrators. In addi-
tion to being scholars, they are expected to 
have external visibility; entrepreneurial 
skills; and the ability to deal effectively 
with constituents and to raise funds from 
grants, contracts, and gifts. Although 
these political skills are possessed by a 
number of professional librarians, other 
academic administrators do not always as-
sociate these talents with the library pro-
fession. Search committees for academic 
librarians point to the success and visibil-
ity of people like V artan Gregorian and 
James Billington and more readily look to 
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individuals outside librarianship to fill 
currently open dean- and directorships. 
Whether it is because individuals outside 
the profession are thought to appear more 
sophisticated when dealing with the rich 
and famous or whether librarians are not 
credited with being aggressive enough for 
the current academic arena, a battle about 
the importance of professional education 
for professional positions, thought to 
have been won several decades ago, has 
reemerged as the nature of the work has 
changed. 
''The changing political and eco-
nomic climate of higher education 
has obvious implications for libra-
rian/ client relations and conse-
quently for the growth of the profes-
sion.'' 
Shifting Client Relationships 
The changing political and economic cli-
mate of higher education has obvious im-
plications for librarian/client relations and 
consequently for the growth of the profes-
sion. So, too, does the changing techno-
'logical environment in which universities 
carry out their work. 
As libraries seek solutions to the prob-
lem of how to fund expensive information 
systems, new power relationships with 
external clients have developed. The capi-
tal investment in an online catalog and the 
labor costs incurred in adapting a library's 
records result in significant dependence 
on the performance of vendors. Poor sys-
tems cannot be junked with the ease one 
might have discarded poorly constructed 
wood catalog drawers. Moreover, com-
puter systems adopted by libraries may 
need to be integrated with systems from 
other libraries, with a university account-
ing system, with the computing center's 
operations, or with other institutional or 
external technologies. When this occurs, 
the library's operations become increas-
ingly bound up with the operations of 
campus and/or state systems. At the same 
time, professional staff develop a new 
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form of dependency on vendors and the 
institution. Choices must be made that 
satisfy these external bodies. When differ-
ences of opinion occur, factors beyond 
professional judgment affect decisions. 
The new information technologies em-
ployed by libraries are also changing pro-
fessional relationships with users. Online 
public access catalogs and remote access 
to bibliographic and textual information 
distance the particular library from its lo-
cal clientele. If the OPAC provides data for 
many libraries, the limitations of the local 
library's collection become less critical. 
When users gain access to information re-
sources through remote systems, their re-
lationships with library professionals and 
with the physical collection begin to 
change. These developments may en-
hance clients' regard for academic librari-
ans if (1) users recognize the complexities 
of retrieving information from these new 
systems and (2) librarians' professional 
expertise is employed in systems develop-
ment. It is equally likely that develop-
ments to increase the quality of end-user 
searching may reduce use (and therefore 
the perceived value) of the professional in-
termediary. 
Freidson notes the importance of client 
control to the growth and status of a pro-
fession. Professionals who can determine 
the course of treatment, or even whether 
one should be treated at all, wield im-
mense power. That power is consciously 
given over by the client; and as that is 
done, the client effectively recognizes the 
authority of the professional. It could be 
easily argued that new information tech-
nologies have given librarians more op-
portunity for control of their clients be-
cause new systems require greater 
expertise in design and implementation, 
but it is not necessarily evident to a user of 
such systems the extent to which librari-
ans' expertise and control is affecting their 
use. 
The Extra-university Environment 
Academic libraries have always been af-
fected by changes in the publishing indus-
try, in the copyright law, and in the poli-
cies of the suppliers of such goods as 
library furniture. In recent years the eco-
nomic and legal systems have assumed 
even greater importance in library opera-
tions due to the shifts in ways in which in-
formation is stored and retrieved. Gov-
ernment decisions about copyright, about 
· telecommunications regulation and tariff 
rates, and about ways in which data will 
be collected and disseminated are having 
a significant impact on user services. Such 
decisions affect more than the cost of and 
means of access to certain materials. They 
are influencing the form of publication 
and even what government information is 
disseminated in a nonproprietary fashion. 
The professional voice in these decisions 
is muffled by the government's concern 
for profit over access. The level of profes-
sional control and influence over signifi-
cant policy matters has been diminished. 
Professionals also struggle in their rela-
tionship to the private sector, particularly 
with vendors from whom they purchase 
equipment. The mutual dependence of li-
brarians and suppliers of books, materi-
als, and supplies is long-standing; but the 
capital required for an automated system 
(and the ongoing expense of mafutaining 
it) significantly changes the relationship 
between buyer and seller. First, the pro-
fessional expertise of library staff only par-
tially determines a final decision. Univer-
sity decisions about technology, demands 
from consortia with which the library co-
operates, and the amount of money avail-
able for purchasing the system are among 
the factors that limit the professional deci-
sion. Second, when a vendor sells a sys-
tem to a library, the relationship does not 
end. Installation, maintenance, system 
support, and development of enhance-
ments are expected from the vendor. 
Third, one sale to one institution can rep-
resent several months' profit for a small 
systems developer. Alternatively, some li-
brary purchases that may represent a sig-
nificant investment for the library may be 
trivial for the vendor. 
In the current environment, . the rela-
tionship between librarians and vendors 
is complex-sometimes hostile and some-
times collaborative.11 The ability of profes-
sionals to articulate their needs and to ex-
ert professional control will be more a 
function of the money the library is able to 
spend than of the strength of the argu-
ment. Library professionals are weakened 
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in their individual roles but achieve 
strength in community. As Susan Baerg 
Epstein notes, "The library community is 
unique in the degree of communication 
among its members. One library tells an-
other library-everything. A vendor can-
not work in this field without acknowl-
edging and respecting this professional 
interaction.' ' 12 
LEGITIMACY: 
WORKING KNOWLEDGE VS. 
PROFESSIONAL KNOWLEDGE 
Within this institutional framework, ac-
ademic librarians are challenged to main-
tain their intellectual claim for legitimacy 
as professionals. A recent book by Michael 
Winter13 seeks to identify the characteris-
tics of librarianship as a profession. Begin-
ning with the assertion that "profession-
alization . . . is rooted in the much larger 
development of the growth of occupa-
tional expertise and the use of human ser-
vice, " 14 the author defines that expertise 
by saying it is "the maintenance of culture 
through maintenance of access to knowl-
edge records ... that legitimates that au-
thority of librarianship as an occupa-
tion. " 15 Few would argue about the 
validity of this assertion. An understand-
ing of collection, preservation, organiza-
tion, and dissemination of information in 
the service of maintaining access to ~ 
knowledge records [information] pro-
vides the knowledge base of the library 
profession. But the changes occurring 
from without the profession-and even on 
its behalf-raise questions about how pro-
fessional expertise is employed. 
Demands on the ·director for entrepre-
neurial skills place that individual in the 
service of the profession; but the expertise 
that she or he employs is rarely the exper-
tise of the professional librarian. Friedson 
notes this phenomenon in all professions: 
Some administrative and managerial positions 
are mandated to members of professions and 
must be classified as professions. They are a 
function of professions' efforts to preserve their 
control by using their own members to mediate 
between practitioners and the surrounding so-
cial environment. " 16 
Those librarians who do hold responsi-
bility to employ professional knowledge 
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in such positions as collection managers or 
original catalogers also are limited in how 
they use that knowledge. They are limited 
in their authority to allocate resources, 
and they are limited by the use of profes-
sional expertise from outside the library. 
Friedson makes a critical distinction about 
the nature of professional autonomy: 
Professional employees possess technical au-
tonomy or the right to use discretion and judg-
ment in the performance of their work. . . . 
Furthermore, within certain limits, they must 
be able to select the work they do and decide 
how to do it. The limits, however, are set by 
management's resource allocation decisions. In 
the former sense they are autonomous, pos-
sessing a distinct measure of freedom and inde-
pendence on the job that conventional workers 
lack .... In the latter sense, however, they are 
helpless and dependent because they have no 
control over the ''economy'' of the organiza-
tion that employs them.17 
To the extent that responsibility for ob-
taining resources and for allocating them 
is removed from those making profes-
sional decisions, the professional role is 
limited. 
Within individual libraries the profes-
sional role is increasingly limited by what 
might be called the migration of expertise. 
Changes in cataloging practice provide the 
best example of this. The increasing pro-
portion of cataloging done by professionals 
from other libraries may increase the level 
of expertise required by a few catalogers in 
any one library, but the important relation-
ship to users has shifted. When cataloging 
was done in-house, there was the possibil-
ity of a strong connection between the pro-
fessional and the user. Understanding of 
the needs of the user and the library's 
unique collection was part of professional 
expertise. Not only are there fewer of those 
professional experts in any one library 
now, but there is also the loss of that expert 
connection between user, collection, and 
professional knowledge about biblio-
graphic control. The level of expertise re-
quired by any one cataloger may now be 
greater, but it is employed in a different 
context and there are recent suggestions 
that this migration is leading to a lowering 
of professional standards.18 
Legitimacy of a profession is also depen-
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dent on the relationship between the aca-
demic institutions that educate profes-
sionals and the professionals who practice 
(and who may also conduct research). The 
academic knowledge system provides le-
gitimation, research, and instruction as 
well as new treatments, diagnoses, and 
inferences for practitioners. In doing so it 
helps shape professional work and the ter-
ritory in which the profession operates. 
The critical issue for the growth, and 
even survival, of a profession is to maintain 
a strong connection between academic 
knowledge and knowledge in practice. 
When the academic work in which a pro-
fession is based becomes too distanced 
from the practitioners, it no longer serves 
the important legitimating function. (Some 
suggest that this is happening in the law.) 
When professionals in practice make deci-
sions too far removed from the research 
base, their claim to professional status 
based on specialized knowledge can be 
challenged. (Some see evidence of this in 
contemporary psychotherapy.) As the con-
duct of academic library work is changed 
by environmental conditions and new 
technologies, so, too, is the work within 
schools of library and information science. 
The ability of the academic library research 
community and practitioners to maintain 
strong links with one another will affect the 
legitimacy of the profession in the future. 
STATUS: 
STRATEGIES AND ENVIRONMENT 
The relative status of librarianship has 
been an ongoing concern of its members. 
Status-that intangible measure of respect 
accorded by society to an individual or 
group-is valued not only for reasons of 
self-esteem. Many librarians recognize 
that higher status in our capitalist, status-
conscious society is a reflection of and can 
be used to enhance economic and political 
power. However much one might wish to 
dismiss existing rankings of occupational 
status because of disagreement with the 
values inherent in them, it is impossible to 
disentangle the issue of status from the is-
sue of the growth of the profession. 
In our society the status of a profession 
is linked to the tasks it performs, the status 
of the institutions with which it is con-
nected, and the status of the clients it 
serves. The tasks of college and research 
librarianship have become increasingly 
valued since World War II with the discov-
ery of the value of information and the 
growth of research institutions.19 More re-
cently, recognition by major corporations 
of the value of managing information has 
helped raise the status of all those who can 
connect their work with information man-
agement. At the same time, academic li-
brarians have not always been the benefi-
ciaries of this new perspective. The 
unresolved debate about faculty status for 
librarians, driven in part by the persistent 
belief of many teaching/research faculty 
that librarians are not full faculty, re-
mains. 20 As vendors push end-user 
searching and universities deliver infor-
mation services through individual de-
partments and the computer center, the 
relationship between the library and infor-
mation delivery may be even less clear to 
library users. It is not sufficient for the 
tasks to be more valued; the tasks must 
also be associated with the particular pro-
fession. It is not surprising, therefore, that 
a major issue for academic librarians re-
cently has been to assert the importance of 
the information intermediary and biblio-
graphic instruction and more particularly, 
on some campuses, to work to be linked to 
the position of information ''czar.'' 
Within the profession at large, the dif-
ferentiation of librarians by the type of in-
stitution in which they work has benefited 
college and research librarians due to the 
higher status accorded by society to aca-
demic institutions and faculty. Measures 
of perception of the relative status of types 
of library repeatedly rank academic librari-
anship above school and public librarian-
ship. Service to higher-status clients is as-
sociated with higher professional status. 
Academic librarians themselves have 
contributed to this process in various 
ways, such as (1) differentiating the 
higher-status institutions from others 
through development of the Association 
for Research Libraries; (2) differentiating 
college and research librarianship from 
other library professionals by holding sep-
arate ACRL meetings; and (3) seeking 
higher-status benefactors for the library 
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through corporate partnerships, individ-
ual giving, and friends groups. While it 
would be inaccurate to say that the pro-
cess of differentiation between types of li-
brarians and types of libraries has been 
carried out for reasons of professional 
growth, it is nonetheless true that that 
process benefits certain segments of the 
college and research library profession. 
While increased status may help librari-
ans gain added resources for their institu-
tions, the factors that relate to that in-
creased status may work against the 
profession in other ways. For example, 
higher professional status is related to 
greater control over clients, but higher-
status clients may be less likely to give 
over authority to professional experts. A 
librarian working at Harvard may have 
high status within the library profession 
but have relatively limited scope for pro-
fessional work within an institution in 
which the users think they are the experts 
in information seeking. And just as librari-
ans work to increase their status by relat-
ing their work to the information age, so 
too do other workers within the academic 
environment. 
THE PROFESSION'S 
JURISDICTION 
The growth of the profession must be re-
lated to the scope of its work and to the ter-
ritory in which that work is carried out; yet 
this is not easily done. The structure and 
scope of work are changing and shifting 
among different professions. The territo-
rial boundaries are becoming blurred, 
leading to increasing possibilities of bor-
der dispute. Questions about jurisdictions 
are raised within the profession itself, be-
tween units within the college or univer-
sity in which librarians work, and even 
between the library and outside organiza-
tions. 
Some of the changes in professional 
work have already been noted in the pre-
vious section on professional knowledge, 
but there are other aspects to these 
changes. Academic librarians readily ad-
mit that tasks previously performed by 
paraprofessionals are now being carried 
out by student workers. Professional jobs 
are being done by paraprofessionals and 
. 
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the nature of professional work is chang-
ing. Such changes raise questions about 
not only the knowledge base anchoring 
the profession but also the jurisdiction of 
professional workers. 
Abbott notes that there is always over-
lay in tasks performed between categories 
of workers. Nurses may determine appro-
priate medication. Executives may type 
their own letters. Paralegals may do most 
of the research on a case. But to say that 
the phenomenon of overlapping job per-
formance is common to all professions 
does not dismiss it as an issue for the 
growth of college and research librarian-
ship. Prior to installation of computerized 
systems in libraries, there was relative 
clarity about what was and was not pro-
fessional work. Cataloging and reference 
were, for example, clearly the domain of 
professionals. That is no longer true for the 
profession as a whole. My current research, 
for example, reveals significantly different 
institutional patterns about the work of 
professionals. In some academic libraries, 
reference is reserved solely for profession-
als. In others a decision has been made to 
staff reference with paraprofessionals. 
Increasingly, libraries need to hire pro-
fessional workers who are not librarians. 
These include systems analysts, develop-
ment officers, and human resource man-
agers: people with professional expertise 
vital to the library's growth but not neces-
sarily related to the knowledge base of the 
profession. This situation raises different 
questions about professional domain. 
Questions about jurisdiction within the 
wider educational community can be illus-
trated by asking questions such as, 
"Where will1990 census materials reside 
and who will be the intermediary for us-
ers?'' When academic librarians are asked 
this question, a variety of answers are of-
fered. In some institutions the sociology 
department or statistical services unit will 
provide access to the data and assistance 
in interpretation. In some the computer 
services office will house the data, but 
other units, including the library, will be 
responsible for user assistance. 
The variety of answers suggests several 
things. First, libraries do not have a well-
recognized claim to providing access to all 
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types of iruormation regardless of form. 
And second, the ways in which new fof:: 
mats of information are handled are parti-
ally determined by institutional history 
and the relative strength of different cam-
pus units. 
The academic library's role in providing 
access to new forms of information is also 
a function of power and politics. Those 
same economic forces within higher edu-
cation that are changing the professional 
role of library director lead to competition 
among individual campus units for 
money, prestige, and visibility. When 
IBM promoted access to DIALOG to the 
University of Illinois' division of adminis-
trative computirig, the computer services 
office, and the library, each unit demon-
strated interest. 
While libraries seek to provide coherent 
access to information regardless of form, 
computer centers seek new territory to 
compensate for the demise of mainframe 
computing and shifting patterns of use. 
The mergers of library and computing 
centers are seen as a logical way to address 
the problem of boundaries. Few organiza-
tions, however, have successfully carried 
out a merger. In fact, mergers raise new is-
.;ucs about the professional role of the li-
brarian.21 
Finally, intrauniversity questions about 
jurisdiction are compounded by the en-
croachment of information services from 
organizations outside the academic com-
munity. Faculty and students who sub-
scribe directly to BRS or DIALOG or who 
are able to gain access to other academic li-
braries through an online catalog no 
longer have the same professional rela-
tionship to their home institution. It is not 
simply that library users seek out altern.:t-
tive suppliers. The publishers of Chemical 
Abstracts and other similar organizations 
aggressively seek out new markets and in-
tentionally compete with professionals 
within the academic setting. 
At present both competition and conflict 
characterize relationships between aca-
demic librarians and others who wish to 
deliver information services to members 
of the academic community. As new 
forms of information technology create 
openings for academic librari.ans, there 
are opportunities for significant profes-
sional growth. At the same time profes-
sionals in other academic units are exploit-
ing ways in which information technolo-
gies can be used to enhance their own 
growth. Differences in the resolutions to 
these territorial disputes among institu-
tions of higher education will depend on 
how they decide to structure relationships 
between potentially competing units. 
Implications 
This discussion suggests that growth of 
college and research librarianship is not 
entirely within the control of its members. 
Moreover, because adequate resources 
are critical for the delivery of high-quality 
library services and because the political 
and economic models that shape resource 
allocation within our society and within 
our institutions are capitalist models, the 
library profession is in a profoundly diffi-
cult position. To continue to grow as a pro-
fession necessitates continued, and prob-
ably increased, involvement in competi-
tion for status and territory. If librarians 
do not compete, other groups will look for 
ways they can increase their own status 
and territory through involvement in li-
brary and information services. Not to 
compete, or not consciously to seek 
growth, may lead to a profound loss of 
even basic library services. 
The cost of growth may be high because 
it may mean casting off certain services, 
certain types of clients, certain standards 
of practice, and even certain of our col-
leagues. There are pressures to violate the 
ethical principles of equality of service that 
underly the profession. If librarians be-
come dependent on individuals and orga-
nizations with money to support services, 
there are incentives to skew services to 
those with greater resources. As noted 
above, the cost of increasing status may be 
separation from lower-status groups, 
even within the profession. The cost of in-
creasing the academic library's market 
share may entail entering directly into 
competition with alternative providers. 
Although these are possible conse-
quences, it is important to recognize that 
the profession need not violate its funda-
mental principles as it strives for growth. 
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Strategies of integrity adopted in the past 
continue to help the profession grow. 
These include the work of the Association 
of College and Research Libraries, the 
growth of other organizations such as 
ARL, and the formation of various user 
groups. 
One of College & Research Libraries origi-
nal goals was to promote professional 
growth. In the first editorial it was as-
serted that C&RL was established to pro-
vide a professional voice, which would 
"help to develop the ACRL into a strong 
and mature organization. " 22 The journal 
provides, among other things, a means for 
consolidating the opinions of academic li-
brarians, for building a knowledge base 
for the field, and for informing those out-
side of the scope and status of the profes-
sion. 
College and research librarians also ex-
ert professional control through their in-
volvement in the legislative process, al-
though they have been criticized for not 
being as active as they should. Harold 
Shills notes that: 
Impressive though the overall growth in Legis-
lative Day involvement may be, academic li-
brarians still comprise only 7 percent of the total 
number of persons participating in 1987. Given 
ACRL' s status as the largest division of ALA, 
the large number of national issues affecting ac-
ademic libraries, and the high stakes involved 
in those issues, the level of Legislative Day par-
ticipation by academic librarians has been un-
desirably low. 23 
The type of education provided profe-s-
sionals continues to be critical to profes-
sional growth. In 1958 Paul Wasserman 
espoused the value and importance of 
teaching library administration. 24 Today it 
could be argued that there is equal value in 
teaching administration of higher educa-
tion, with an emphasis on such factors as 
environmental scanning, strategic plan-
ning, and marketing of services. The edu-
cational system also provides a critical 
gateway as it admits individuals to profes-
sional programs and socializes them into 
the expectations of the profession. 
Abbott concludes his discussion of the 
information professions by asking about 
the current structure of professionalism 
for information workers, a category he 
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construes broadly. He suggests, 
All the professions in the information area will 
follow the prior example of statistics, market re-
search, and computing itself. They will end up 
as small, elite professions with intellectual ju-
risdictions over large areas. In these areas they 
will oversee commodified professional knowl-
edge executed by paraprofessionals, serving 
the elite clients directly themselves. 25 
Such a conclusion seems premature. 
The growth of the profession depends on 
many factors beyond the control of its 
members, but that is true for all profes-
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sions, not just college and research librari-
anship. The changes in the economic 
structure of colleges and universities and 
the revolution in information technologies 
clearly drive many broader changes that 
affect this profession, but the future is not 
scripted. The growth of the profession will 
also be shaped by members themselves, 
both individuals acting alone within their 
local institutions and, more importantly, 
individuals acting in concert as a profes-
sion to achieve the goal of providing effec-
tive access to information for all users. 
REFERENCES AND NOTES 
1. Terrence Johnson, Professions and Power (London: MacMillan, 1972). 
2. Ibid., p.90. 
3. Eliot Freidson, Professional Powers: A Study of the Institutionalization of Formal Knowledge (Chicago: 
Univ. of Chicago Pr., 1986). 
4. Ibid, p.xi. 
5. Magali Sarfatti Larson, The Rise of Professionalism: A Sociological Analysis (Berkeley, Calif.: Univ. of 
California Pr., 1977) p.xvii. 
6. Andrew Abbott, The System of Professions (Chicago: Univ. of Chicago Pr., 1988). 
7. Ibid., p.33. 
8. Arthur M. McAnally and Robert B. Downs, "The Changing Role of Directors of University Li-
braries," College & Research Libraries, 34, no.2:103-25 (March 1973). 
9. Ruth Hafter, Academic Librarians and Cataloging Networks: Visibility, Quality Control, and Professional 
Status (New York: Greenwood, 1986), p.125. 
10. Leigh Estabrook, "The Effect of Technology on the Library Labor Force" (forthcoming). 
11. Ellen Hoffmann, "Library-Vendor Relations: An Era of New Challenges," Canadian Library Journal 
44:89-92 (April1987). 
12. Susan Baerg Epstein, in "Automating Libraries: The Major Mistakes Vendors Are Likely to 
Make," Library Hi Tech 3, no.2:107-13 (1985). 
13. Michael F. Winter, The Culture and Control of Expertise (New York: Greenwood, 1988). 
14. Ibid., p.32-33. 
15. Ibid., p.77. 
16. Freidson, p .49. 
17. Ibid., p.155. 
18. For evidence of this see Hafter and Estabrook. 
19. Barbara E. Markuson, "Bibliographic Systems, 1945-76," in "American Library History: 
1876-1976," Library Trends 25:1 (1976). 
20. Patricia Knapp, "The College Librarian: Sociology of a Professional Specialization," College & Re-
search Libraries, 16, no.1:66-72 (January 1955). It is striking how relevant Knapp's 1955 article re-
mains today. 
21. ACRL Task Force on Libraries and Computer Centers, "Libraries and Computer Centers" College 
& Research Libraries News 48, no.8:443-47 (September 1987). 
22. "Introducing 'College & Research Libraries,' " College & Research Libraries, 1, no.1:9 (Dec. 1939). 
23. Harold B. Shill, "Influencing the Information Environment," College & Research Libraries News, 49, 
no.1:19-21 (Jan. 1988). 
24. Paul Wasserman, "Development of Administration in Library Service: Current Status and Future 
Prospects," College & Research Libraries 19, no.4:283-94 (July 1958). 
25. Abbott, p.246. 
50th Anniversary Feature-
Current Issues in 
Building Planning 
David Kaser 
t is likely that, as the result of 
events that occurred a quarter 
century ago, the amount of new 
or additional academic library 
space to be constructed during the next 
several years will be substantial. The pas-
sage of the Higher Education Facilities Act 
of 1963 made federal grants generally 
available for the first time for college and 
university library construction. Until that 
program wound down more than a dec-
ade later the nation experienced its most 
extensive boom ever in library construc-
tion on college and university campuses. 
Jerrold Orne has documented the phe-
nomenal magnitude of that great surge in 
library construction. 1 During the peak five 
years 1967-1971 alone, 462 academic li-
brary building projects were initiated in 
North America, at a total cost of a billion 
dollars, providing more than 34 million 
square feet of new and/or renovated li-
brary floor space! The boom continued, 
but at a somewhat slower rate, until by 
1976 the total number of projects had 
grown to 647. 2 That eventful period of li-
brary construction now has direct impact 
upon our new building planning today. 
Because academic library buildings are 
normally planned for twenty years' 
growth, all of those structures built in the 
1960s and 1970s either have or will reach 
capacity in the next few years. Although 
some alternative techniques and technolo-
gies are available to serve partially in lieu 
of · expansion, the vast majority of these 
aging libraries-certainly more than 90 
percent of them-will have to be enlarged 
or replaced within the decade. This paper 
will discuss some of the principal issues 
that will have to be faced by academic li-
brary building planners in the present pe-
riod. 
COMMUNITY ANALYSIS 
Surveys and Futures 
It has long been recognized that before 
an effective library building can be 
planned, a thorough survey of the com-
munity must be made to determine just 
what purposes the building will be ex-
pected to fill. In a manner that is almost 
imperceptible to the institution, experi-
enced consultants can sometimes gather 
adequate data for these surveys as part of 
their preliminary study and early site vis-
its. Their imperceptibility, however, does 
not make them any less important. They 
remain a critical first step in the building 
planning process. 
If anything, these surveys have become 
even more important today than they 
were in the past, because they must now 
include a more daunting ''futures analy-
sis" than would have been previously re-
quired. Not long ago "the next decade" of 
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library service could reasonably have been 
expected to be much like the previous dec-
ade, so that planners could simply extrap-
olate straight-line growth characteristics 
from one period to another. Library life, 
however, is no longer so simple. Things 
are changing very rapidly, and the rate of 
change seems destined to accelerate in the 
years immediately ahead. 
Before planning a library building to-
day, an entire college or university com-
munity must first collectively consult its 
crystal ball and arrive at some consensus 
regarding the future of information han-
dling and use. In the author's experience 
it is less difficult to arrive at such consen-
sus today than it was five years ago. Today 
virtually everyone is at least prepared to 
admit that changes are indeed taking 
place; understandably, differences re-
main as regards the likely pace of that 
change. A wise academic community will 
anticipate the need for its library to main-
tain both traditional and nonconventional 
services over the next twenty years, with 
declining emphasis on the former and in-
creasing emphasis on the latter as evolv-
ing circumstances warrant. Such a strat-
egy should be geared to shielding library 
users from potential future shock, or 
trauma from too rapid change. 
Corporate Characteristics 
This scenario of the future must be ap-
plied to relevant corporate characteristics 
of the institution. What changes does it 
imply for its academic program? Although 
there appear to be many more steady-state 
academic programs in the nation, some 
changes are still occurring. Fewer new un-
dergraduate major and minor fields are 
being added to the curricula, but some col-
leges are still establishing or expanding 
graduate business programs. Few new 
area studies programs are being pro-
posed, but new interdisciplinary study 
centers are being initiated, as in artificial 
intelligence or cognitive science. New ex-
tension offerings continue to be initiated 
at sites remote from main campuses. All of 
these developments should be considered 
before an appropriate new or enlarged li-
brary building can be conceptualized. 
Are teaching methods or pedadogical 
styles likely to change on the campus? Do 
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faculty members anticipate that they will 
increasingly use videotapes in their 
courses in anthropology, archaeology, 
music, art, or history for viewing either in 
class or outside of class? Will telecon-
ferencing come into greater use for in-
structional purposes, or will dosed-circuit 
television delivery of courses over dis-
tances be increased, or will E-Mail become 
· a principal medium of classroom com-
munication for such things as distributing 
assigned readings? Will honors programs 
receive greater emphasis, and if so will 
their theses be optional or required? The 
answers to these questions will affect the 
kind of library to be constructed. They 
should be considered before building 
planning per se begins. 
"An institution's perception of the 
nature of information use in the years 
ahead will impact heavily upon the 
number and kind of study stations to 
be accommodated within a new or 
enlarged library building.'' 
Obviously, an institution's perception 
of the nature of information use in the 
years ahead will impact heavily upon the 
number and kind of study stations to be 
accommodated within a new or enlarged 
library building. An institution's confi-
dence in interlibrary cooperative network-
ing and in the telecommunication of bib-
liographic and full-text.copy will influence 
the amount of shelf space that will be allo-
cated for conventional materials. These 
two factors will be discussed in greater de-
tail later in this paper. 
Preliminary Decisions 
Still other library and institutional deci-
sions have to be made before a rational 
building-planning exercise can begin. 
Within the library, for example, the orga-
nizational structure should be reviewed. 
Perhaps the college library has operated 
with five department heads reporting di-
rectly to the librarian. Maybe it should or-
ganize these departments into two divi-
sions, with an assistant librarian for each. 
This should be decided beforehand so that 
appropriate office space can be planned 
for the altered staff structure. Should new 
departments be established, or should 
several old departments be merged or re-
organized? Are there outlying collections 
that should now be incorporated or 
changed from libraries to information cen-
ters with minimal on-site holdings? 
Sometimes universitywide decisions 
need to be made before sound library 
planning can occur. If media services, for 
example, have not been part of the library, 
or indeed if they have never been orga-
nized at all, the institution ought to con-
sider centralizing them in the library. If 
the college archives have been inade-
quately developed outside the library, or 
are nonexistent, the institution might use 
this occasion to decide their future and 
transfer them if appropriate. Such deci-
sions can be fraught with emotional, polit-
ical, or personal overtones that the college 
may be reluctant to face. However, the al-
ternative of building a new library without 
space for media services or archives only 
to decide later that they should have been 
transferred would indicate poor planning. 
Whether it wants to or not, this is usually a 
good time for the college to bite the bullet 
on such issues. 
EXPAND OR 
BUILD DE NOVO 
Cost Considerations 
It is decreasingly necessary to build aca-
demic libraries de novo, but sometimes it is 
still the wise thing to do. The principal rea-
son not to build a completely new building 
is, of course, cost. Depending upon local 
factors, the cost of new library construc-
tion can range from $80 to $130 per square 
foot. Other costs, such as fees, site devel-
opment, furniture, and equipment, can 
easily bring the budget for a building proj-
ect to more than $160 per square foot. This 
enormous price tag for new construction 
makes it incumbent upon everyone in-
volved in a building decision to exhaust all 
alternatives before opting for it. 
Academic decision makers frequently 
overlook the fact that simply adding to an 
old building never represents the com-
plete cost of the project. At the barest min-
imum, those locations where the addition 
connects to the old structure need also to 
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be renovated, and renovation is not 
cheap. It is almost always desirable, more-
over, to consider renovating the entire ex-
isting structure rather than just its points 
of connection to ensure that the total en-
larged building, old space and new space, 
presents a reasonably uniform level of 
quality. If the lighting, air treatment, fur-
nishings, and general ambience of the old 
space remain too inferior to those of the 
new, patrons will simply eschew the old 
and overcrowd the new. Furthermore, it is 
frequently necessary not only to renovate 
but also to rerationalize the old space and 
the new into a functional whole so as to as-
sure that the total building will function as 
a single entity. That also carries a pricetag. 
It quickly becomes clear that a com-
pletely new building may not be much 
more expensive than an effectively en-
larged one; indeed it may even be 
cheaper. If, for example, 40,000 square 
feet of new library space, costing $130 per 
square foot, is to be added to an existing 
30,000-square-foot library that will have to 
be renovated and adapted at a cost of $70 
per square foot, the total project cost will 
be $7.3 million. On the other hand, a com-
pletely new library of 68,000 square feet 
(slightly smaller because no space is lost to 
articulation) will cost only $8.84 million, 
but this option will also leave the institu-
tion with a vacated 30,000-square-foot old 
library that can be diverted to some alter-
nate campus purpose. If that alternate use 
is of high priority on the institution's 
schedule of approved capital projects, the 
combined cost of the completely new li-
brary and the diverted old one might actu-
ally be less than the cost of adding to the 
old library and constructing a completely 
new building to meet the second need. 
Given such a scenario, donor preferences 
and site considerations may actually be-
come determining factors. 
Site Considerations 
Whether or not they become determi-
nant, site considerations will often im-
pinge upon the decision to add or build 
anew. Many campuses are becoming in-
creasingly compacted, so that adequate 
space for an addition is frequently un-
available adjacent to the existing library 
building. In some cases adequate ground 
300 College & Research Libraries 
area may exist, but parceled on two or 
three (or even four) sides of the existing 
building as at Delaware, a condition very 
likely to increase the per-square-foot cost 
of adding. In other cases the adjacent site 
may impose a contorted shape upon an 
addition as at Vassar, resulting not only in 
higher construction cost but also in per-
manent operating inefficiencies. As in 
new library buildings, the most efficient 
shape for library operations in an addition 
is almost always a simple rectangle. The 
rectangular addition moreover functions 
best when it is cobbled snugly against an 
original rectangle as at Brigham Young 
rather than set apart from it and accessible 
only through an umbilicus as at East Caro-
lina knd Kentucky. 
''The most efficient shape for library 
operations in an addition is almost al-
ways a simple rectangle." 
An addition may prove to be undesir-
able because the site of the original library 
is no longer appropriate. The direction of 
campus growth since original construc-
tion may have been away from the library, 
leaving it too isolated from classrooms and 
dormitories, as at Scranton. Or the domi-
nant student population at the institution 
may have shifted from residential to com-
muter, calling for a new peripheral library 
site nearer to parking areas. Different 
from library functional requirements, 
which are almost solely the librarian's to 
decide, site considerations tend to become 
everyone's business, including trustees, 
alumni, students, certainly donors and ar-
chitects, and sometimes even the local 
press. 
Technical Considerations 
Some library buildings are simply easier 
to enlarge than others. No single element 
i~ a library building is peskier to contend 
with than a multitier structural stack. The 
use of structural stacks was well-nigh uni-
versal in American academic libraries 
from the 1880s until World War II. Very 
few new ones have been constructed in 
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North America since midcentury, how-
ever, and many have been replaced. 
Nonetheless several hundred are still in 
use, mostly in prewar structures that were 
enlarged rather than replaced during the 
building boom of the 1960s and 1970s. The 
large university libraries with substantial 
investments in the status quo found them 
especially difficult to replace, as at Har-
vard, Michigan, Illinois, and Berkeley. 
However, many smaller institutions still 
have them as well, such as Wake Forest, 
Franklin and Marshall, Bucknell, and 
Vanderbilt. 
Multitier structural stacks are barriers to 
effective, welcoming, open-shelf library 
service and, except for closed storage, 
should be replaced at almost any cost. 
They were invented in the 1850s by the 
celebrated French architect Henri La-
Brouste solely as a method for storing 
compactly a maximum number of books in 
a minimum amount of space, a purpose 
they served admirably for a hundred 
years. First introduced on this continent at 
Harvard in 1877, they were soon adopted 
by most academic and many public li-
braries. They were never intended, how-
ever, to serve as publicly accessible 
spaces, and they remain totally devoid of 
any humane qualities that would make 
readers comfortable in their midst. 
Multitier structural stacks are totally in-
flexible and cannot be moved. Their instal-
lation required the erection of an immove-
able grid of vertical steel stack posts every 
36 inches in one direction-the length of 
book shelves-and every 54 inches in the 
other direction-the on-center dimension 
between ranges. These posts do more, 
however, than simply support the 
shelves. They extend the full distance 
from the floor to the ceiling and serve as 
the structural members that support simi-
lar configurations of posts and shelves on 
the tiers above. Thus if a single stack post 
were to be removed, everything above it 
all the way to the roof of the building 
would collapse. 
Their vertical dimension is equally con-
straining. Since stack attendants of aver-
age stature could reach books about 70 to 
80 inches above the floor, these stacks 
came universally to adopt a tier-to-tier di-
mension of 7 feet 6 inches. When lights 
and ducts were hung below these low ceil-
ings, their in-the-clear heights dropped to 
6 feet 6 inches or lower and became haz-
ards for taller people. Floor levels else-
where in the building moreover had to 
meet the levels of every other stack tier, 
imposing 15-foot floor-to-floor dimen-
sions throughout. At first this was a felici-
tous relationship, because high ceilings 
were needed in old-fashioned reading 
rooms for large windows that could admit 
plenty of daylight and exhaust heat 
buildup. Given modern artificial lighting 
and air treatment, however, they are ex-
cessive. Thus matching an addition to 
those floor levels can result in the con-
struction of as much as 20 percent of su-
perfluous cubage. This not only drives up 
the initial capital cost of the addition but 
also requires the continuing expense in 
perpetuity of heating and cooling the ex-
cess enclosed space. 
Academic libraries, especially in 
baccalaureate-level institutions, that are 
still operating multitier structural stacks in 
an open-shelf mode should look at any 
proposal to add to their present buildings 
with a severely jaundiced eye. Since mid-
century almost all new library construc-
tion has been modular in concept, em-
ploying few if any load-bearing walls, so 
that only columns and floor slabs are fixed 
permanently in place. Such structures are 
easier, cheaper, and more adaptable to 
changing needs than were the fixed-
function structures that preceded them. 
PROGRAM REQUIREMENTS 
Spatial Rules of Thumb 
Fortunately there are plenty of rules of 
thumb to aid planners in calculating the 
spatial requirements of library buildings, 
but they must all be approached with cau-
tion. Some of them are downright wrong, 
and all of them will benefit from interpre-
tation and understanding. The most com-
plete aggregation of rules appears in the 
second edition of Keyes Metcalf, where, 
however, they are not always well in-
dexed, and in the third edition of Godfrey 
Thompson, where metric dimensions are 
given. Both of these sources tend to em-
phasize traditional library activities. 3'4 
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A recent volume by Richard Boss pro-
poses some useful spatial formulas for 
meeting the needs of more recent informa-
tion technologies in libraries.5 To benefit 
fully from its advice, an institution must 
decide just what kind of use it will likely 
make of library technology before apply-
ing any formula. Boss correctly observes, 
for example, that the traditional allocation 
of 25 square feet of floor space per reader 
station will be inadequate in libraries 
where public-access electronic equipment 
is widely provided. He proposes that 35 
square feet is more appropriate. This does 
not necessarily mean that a 1,000-seat li-
brary must now allocate 35,000 square feet 
to seating instead of 25,000. After all, 
some of those 1,000 seats, perhaps 25 or 50 
or even 75 percent depending upon local 
circumstances, will continue to serve 
solely as reader stations in the traditional 
sense and will therefore continue to re-
quire only the time-honored allocation of 
25 square feet each. 
ACRL's "Standards for College Li-
braries" cites some spatial formulations 
that can be misleading to the unwary. 6 In 
the first place, the percent of FTE enroll-
ment that will be studying at any given 
time in a college library, today or in the fu-
ture, is unlikely to attain the 25 percent 
called for in the 1986 revision of the ''Stan-
dards." When students can, without leav-
ing their personal computers, search data-
bases, read abstracts, check library 
holdings, determine current circulation 
status, ask reference questions, or request 
by E-Mail the hand or FAX delivery of de-
sired library materials to their dorm 
rooms, the amount of physical library traf-
fic will certainly decline somewhat if not 
precipitously. In some institutions this de-
cline in in-building library use is already 
apparent. It is therefore not surprising 
that many new library building planners 
are already calculating seating for only 20 
percent of FTE enrollment instead of 25 
percent. 
The number of volumes per square foot 
of floor space suggested by the "Stan-
dards" for planning purposes can also be 
misleading. Except in cases of less-than-
full-height shelving, or very large vol-
umes (art books or bound periodicals per-
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haps), and/ or very wide stack aisles (some 
reference collections, for example), con-
siderably more than ten volumes can be 
shelved in a square foot of floor space. 
More realistic expectations, based upon 
experience and experimentation, can be 
derived from the aforementioned works 
by Metcalf and Thompson. In most cases, 
at least fifteen volumes can be comfortably 
shelved in a square foot of conventional 
floor space. 
11ln most cases, at least fifteen vol-
umes can be comfortably shelved in a 
square foot of conventional floor 
space.'' 
Finally, it should be pointed out that in 
the ''Standards'' their net assignable 
space allowance for library functions other 
than those for books and readers is sub-
stantially too low. The experience of any 
large sample of recently built college li-
braries will demonstrate that about 25 per-
cent (rather than the 12.5 percent called 
for in the "Standards") of book and 
reader space is necessary to accommodate 
other requisite library activities (technical 
services, administration, bibliographical 
laboratory, public catalog, receiving/ship-
ping and storage, staff room, etc). Build-
ing planners should be alert to this prob-
lem. 
There are some library activities for 
which there do not exist well-formulated 
. spatial standards or guidelines. Greater 
attention is needed to the proper spatial 
allowances for college archives and media 
services in four-year college and univer-
sity libraries. It remains reasonable in 
most situations to expect that the net-to-
gross ratio of academic library floor space 
will continue to approximate three to one. 
It would probably be unwise, however, to 
attempt to impose that figure as a rigid 
standard because this relationship is 
sometimes affected by factors that are dif-
ficult if not impossible to control. 
Other Program Guidelines 
It has become fashionable in recent 
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years to leave library lighting require-
ments for architects and lighting consul-
tants to determine, but in retrospect this 
decision appears unwise. Architects like 
to consider lighting as part of the interior 
ambience, in the manner of colors, fabrics, 
and finishes, and therefore as an appro-
priate part of their domain to propose, if 
not dispose. In most kinds of buildings 
this may be a reasonable attitude, but it 
does not fit libraries in quite the same way. 
Public service areas in academic libraries, 
which after all utilize more than four-fifths 
of libraries' assignable space, have only 
one single purpose, and that is to sustain 
intensive reading and study. Given this 
singleness of function, it must be argued, 
they should therefore be uniformly 
lighted at a relatively high level of inten-
sity. 
''Few people are able to read inten-
sively for a sustained period of time 
without at least fifty foot-candles of 
light on their reading surface, regard-
less of the quality of that light.'' 
Some have said that the quality of library 
light is more important than its quantity. 
Quality of light is indeed important, but a 
relatively ample quantity of illumination 
must also be present if the purpose of this 
large portion of the building is to be 
served. In the writer's experience few 
people are able to read intensively for a 
sustained period of time without at least 
fifty foot-candles of light on their reading 
surface, regardless of the quality of that 
light. The patron should be able to read 
anywhere in the public service area of the 
library. This calls for uniform light distri-
bution. That, as well as the amount of 
light, should be regarded as a functional 
requirement of the building, to be defined 
in the building program document rather 
than being driven, as has been allowed to 
happen in some recent library buildings, 
by esthetic considerations. 
Acoustical considerations should also 
be a matter of program requirement in li-
brary building planning. Although ap-
plied acoustics is still a very inexact sci-
ence when it comes to library use, 
attention paid to it can make a space much 
more effective for library purposes than 
would occur otherwise. Since librarians 
tend to know little about acoustics, they 
are often reluctant to address the subject. 
They do know from ample and sad experi-
ence, however, that such things as atria, 
mezzanines, open wells, and stairways do 
transmit obtrusive sounds vertically, and 
they should therefore not be loathe to pro-
scribe them in drafting their building pro-
grams. 
Although it is much clearer today than it 
was five years ago how and where in li-
braries electronic, telecommunication, 
and computer activities will take place, 
these are rapidly changing fields, and it is 
not possible to anticipate fully just how 
they will be used a decade hence. This 
means that libraries constructed now 
should be as flexible as reasonably possi-
ble to assure that they can be economically 
adapted as needed later on. This need for 
"smart buildings" is not limited to li-
braries but exists in many other indus-
tries, so architects are often able to apply 
recent experiences to our needs. Building 
program documents should therefore call 
for this kind of input from architects. 
BUILDING PROGRAM DOCUMENTS 
The importance of library building pro-
grams remains as great today as it ever 
was. It is nowhere truer than in library 
building planning that "you get what you 
ask for; not what you want!" Because 
there is already an ample literature on the 
preparation of building programs, how-
ever, little more need be said about it 
here.7 It will be useful nonetheless to em-
phasize several characteristics of desirable 
program documents that have gained spe-
cial significance for the current building 
environment. 
''Zero-Based'' Programs 
When preparing building programs for 
additions to existing structures, inexperi-
enced planners are understandably in-
clined to describe only what is perceived 
as needed in the additions. This is seldom 
the best approach to take. It is almost al-
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ways better to prepare what might be 
thought of as a ''zero-based'' program de-
scribing an ideal total configuration of 
spaces for the entire expanded building, 
with no references at all to the old portion 
and the new portion. It should be the ar-
chitect's responsibility to retrofit as many 
of those programmed needs into existing 
spaces as possible consonant with human 
economy and the most efficient operation 
of the enlarged structure. This process en-
sures that a complete rethinking be given 
to the total interactivity of all of the func-
tions throughout the expanded building. 
Simplicity 
Concurrent with our recent emphasis 
on the user-friendliness of our library sys-
tems, we seem to have lost sight of the 
need for user-friendliness of our build-
ings. If, as was hypothesized earlier in this 
article, fewer people come to library build-
ings in the future, then greater attention 
will have to be given to making buildings 
easier for infrequent visitors to use. There 
is a profound but inexorable logic to every 
public function that should be immedi-
ately apparent to every person entering 
the building. Too often locations of library 
services and functions within a building 
are determined not by where those ser-
vices and functions "want to be" but 
rather by where space for them is avail-
able. To permit this is to allow form to 
drive function rather than the reverse. 
A good program document should de-
scribe cogently and fully what relation-
ships exist among library functions, how 
strong those relationships are, and what 
proximities and adjacencies should be dic-
tated by them. Patron needs, moreover, 
should take precedence over staff needs in 
determining those proximities and adja-
cencies. Simplicity of use by patrons, es-
pecially inexperienced patrons, must be 
the principal criterion by which the quality 
of any academic library building can be 
properly judged. 
The library building program should be 
thought of as a single-purpose document, 
and that one purpose should be to com-
municate textually to the architect all of 
the librarj's functional requirements. It 
can properly be viewed as a codicil to the 
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architect's contract detailing everything 
that the architect must incorporate into his 
or her drawings and specifications to en-
able a contractor to build the building. The 
building program should not attempt to 
be a public relations document, or a litany 
of past frustrations, or a peroration on the 
inadequacies of the present building. It 
certainly should not attempt to usurp the 
architect's prerogative to mass or design 
the building or to determine its esthetic 
qualities or to influence its appearance. It 
should address only the functional re-
quirements of the building. 
CONCLUSIONS 
Many academic library buildings appear 
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destined to be enlarged or perhaps re-
placed in the next five to ten years. It can 
be reasonably expected that, nationwide, 
less new floor space will be required by 
this generation of buildings than was re-
quired by the last generation. If present 
trends continue, this may be the last occa-
sion some institutions will have to expand 
their library facilities. Except where multi-
tier structural stacks are involved, addi-
tions should be easier to make than they 
were the last time. Simplicity of library 
building use by patrons should be today' s 
driving design consideration, even to the 
extent where possible of simplifying the 
existing structure as part of the enlarge-
ment process. 
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50th Anniversary Feature-
''The Changing Role of Directors 
of University Libraries'': 
Introduction to a 
Reprint of a C&RL Classic 
When Arthur McAnally and Robert 
Downs wrote their essay they were con-
cerned about the "increasing number of 
incidents . . . which indicated that all was 
not well in the library directors' world." 
They cited a dramatic turnover among di-
rectors of Big Ten universities in 1971-72. 
At present, there are over fifteen vacant 
directorships among ARL libraries. 
A generation has passed, but much has 
remained the same. The pressures de-
scribed by the authors are as apparent 
now as when the article was first submit-
ted for publication. After my first reading, 
I knew their essay would be an important 
contribution to our professional literature, 
but little did I realize how important. 
The pressures McAnally and Downs 
identified have remained at the forefront 
and several have grown in intensity. Dis-
ciplines and their literatures have become 
more specialized, and this specialization 
has contributed to the continued rise in 
the cost of books and journals. And, yes, 
the information explosion is alive and 
well. Libraries are still plagued by hard 
times, and technology has accelerated or-
ganizational change and added a new ele-
ment of instability. 
In some ways, the environment has 
changed as well. The explosive growth in 
higher education enrollments has leveled 
out at most institutions. Unions are still 
present on some campuses, but their in-
fluence has not grown as the authors felt 
might occur. The current internal sources 
of pressure have not changed much: aca-
demic administrators who know much 
about libraries are still rare-libraries are 
still seen as financial bottomless pits; staff 
who seek ever greater roles in decision 
making still agitate; and faculty who are 
concerned about collections and services 
to support their programs still lobby. 
The authors felt that libraries were less 
able to meet needs than they had been in 
the 1960s, and that changing patterns of 
instruction and research were also adding 
new stresses to the organizational struc-
ture of university libraries. These pres-
sures continue to mount as new techno-
logical tools make it possible for users to 
consult libraries and catalogs without 
physically visiting the library. 
The advice offered by McAnally and 
Downs is as sound and fresh as the day it 
was written. We need to plan better, 
budget more effectively, be more innova-
tive in organizing library services, and fi-
nally, accept the reality that no library can 
stand on its own bottom. The rhetoric of 
resource sharing and cooperation still 
plays' well, but the reality of actual pro-
grams has not progressed much further 
than that of the world inhabited by the au-
thors. 
The greatest change that has occurred in 
the last fifteen years can be found in the fi-
nal paragraphs of the essay under the 
heading ''Qualities of a Model Director.'' 
The authors write, "The director must be 
more flexible and adaptable; the old cer-
tainties are being questioned or are gone, 
and the university library will continue to 
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undergo changes. He must be willing to 
accept change as a way of life, and be 
open-minded about alternatives" (em-
phasis is mine). The environment hasn't 
changed, but there has been a marked 
shift of gender in positions of responsibil-
ity. Problems remain the same, but we 
have definitely seen a passing of the ''old 
boys' club." -Richard M. Dougherty, Pro-
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fessor in the School of Information and Library 
Studies at the University of Michigan, Ann 
Arbor, Michigan 48109-1092. 
''The Changing Role of Directors of Uni-
versity Libraries" by Arthur M. McAnally 
and Robert B. Downs appeared in College 
& Research Libraries 34, no.2:103-25 (March 
1973).-Ed. 
50TH ANNIVERSARY YEAR: 1939-1989 
IN JULY COLLEGE & RESEARCH LIBRARIES 
Guest Editorial 
by Richard D. Johnson, former editor 
Foundations of Academic Librarianship 
by Michael Buckland 
Technology and the Future of Libraries 
by Susan K. Martin 
Research Patterns and Research Libraries: What Should Change? 
by Peter S. Graham 
The Censorship Phenomenon in College and Research Libraries: An Investigation of the 
Canadian Prairie Provinces, 1980-1985 
by Alvin M. Schrader, Margaret Herring, and Catriona de Scossa 
Genevieve Walton and Library Instruction at the Michigan State Normal College 
by Clare Beck 
50th Anniversary Feature-A C&RL Classic Reprint 
The Changing Role 
of Directors of 
University Libraries 
Arthur M. McAnally and Robert B. Downs 
The role of the university library director has changed markedly in the last decade. The position 
of library director has become a difficult role to serve. Directors have been subjected to pressures 
from different quarters. Five sources are identified by the authors, including pressures from the 
president's office, library staff, faculty, and students. These difficulties coupled with a declin-
ing ability to meet user needs, the lack of cohesive library planning, and an institutional inabil-
ity to accommodate change have all contributed to the declining status of the library director. 
Recommendations as to ways to ameliorate the problem are offered. Among the suggestions 
included are better planning, improved budgeting techniques, and the introduction of new or-
ganizational patterns. 
Editor's Note-Shortly after the completion 
of the manuscript, Arthur McAnally died un-
expectedly. His death was both a professional 
and personal loss. Arthur was particularly 
generous to young librarians who aspired to be-
come library administrators. I was one of those 
who was fortunate in receiving his friendship 
and counsel. His last manuscript represents, in 
my opinion, an important contribution to our 
professional literature. It is a privilege to be able 
to publish it. 
raditionally the directorship of 
a major university library has 
been a lifetime post. Once ali-
brarian achieved such a posi-
tion of honor and leadership in the profes-
sion, he usually stayed until he reached 
retirement age. In the 1960s, however, an 
increasing number of incidents occurred 
· which indicated that all was not well in the 
library directors' world, resulting in a 
vague feeling of uneasiness. Then in one 
year, 1971-72, the seriousness of the situa-
tion became dramatically evident: seven 
of the directors of the Big Ten university 
libraries (plus the University of Chicago) 
left their posts, only one a normal retire-
ment for age. These are major universities 
on the national scene whose directorships 
had been stable in the past. 
To discover how widespread this condi-
tion might be, an investigation has been 
undertaken among the seventy-eight larg-
est university libraries-members of the 
Association of Research Libraries. Exactly 
one-half of the directors were found to 
have changed within the past three years, 
four of them twice. This is an extraordinar-
ily high rate of change. If such a rate were 
to continue, the average span of service 
for directors would be five to six years. 
Next, to find out if the development was 
related to size of the library, those univer-
Robert Downs [was] dean of library administration, emeritus, university librarian, University of Illinois at 
Urbana-Champaign. Arthur McAnally was director of libraries, University of Oklahoma, Norman. 
Reprinted from College & Research Libraries 34, no.2:103-25 (March 1973). 
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sity libraries holding more than 2,000,000 
volumes were compared with the twenty 
smallest libraries in the association. Size 
apparently has some bearing, but does not 
appear to be a major factor: while 60 per-
cent of the larger libraries had changed di-
rectors, 45 percent of the smaller ones did, 
too. The authors are well aware that the 
directors of libraries in many small 
universities-as well as those in interme-
diate and large institutions-are in severe 
difficulty or under intense pressure. 
Oddly, the chief librarians of colleges and 
junior colleges do not appear to be af-
fected. The problem seems to be limited to 
university librarians only. 
Several explanations of the phenome-
non have been offered. Edward G. Holley 
observed the trend during visits to a num-
ber of urban university libraries in 1971: 
''At the end of the sixties it has not been 
uncommon for chief librarians, who by 
any objective standards served their insti-
tutions well, to retire early from their di-
rectorships, some with sorrow, some with 
relief, and a few with bitterness. Very few 
have retired with the glory and honor that 
used to accompany extraordinary accom-
plishments in building resources and ex-
panding services. " 1 Holley attributed the 
condition partly to changing attitudes of 
the library staffs. On the other hand, Ray-
nard C. Swank questioned whether many 
directors really had retired in great favor 
in the past. He also suggested that the 
present high rate of change might be due 
partly to a large number of directors who 
were appointed some thirty years ago all 
nearing retirement age about the same 
time. 2 Others believe that the problem re-
flects a highly critical attitude towards the 
university library itself rather than just 
criticism of the directors. Still others con-
clude that an era is ending and old ways 
are having to give way to new: those who 
will not or cannot adapt are finished. The 
suggestion also was made that a few of the 
changes might be attributable to weak-
nesses among the directors. Though each 
of these explanations may have some va-
lidity, the full story is far more compli-
cated. 
Directors who have recently quit their 
jobs should be authoritative spokesmen 
on the subject. The authors corresponded 
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sp~nded or discussed the subject, there-
fore, with twenty-two directors or former 
directors whom they know well person-
ally. 3 Each was asked for his opinions 
about the causes of the extraordinary 
turnover in directorships and to suggest 
possible remedies. Every one replied, 
and many gave keen analyses of the 
causes as well as suggesting steps that 
should be taken. 
BACKGROUND FACTORS 
The numerous changes in directorships 
indicate that some fundamental dissatis-
factions have arisen within university li-
braries or their environment in recent 
years. The underlying causes may be 
deep-seated and varied. Thus the director 
might be under fire, as he unquestionably 
is, because he is the most visible repre-
sentative of an agency that is under attack, 
the university library itself. Therefore, re-
cent trends in society and the university 
were examined, as well as movements in 
university administration, the world of 
scholarship and research, and the pub-
lishing and information world, as well as 
the university library itself. 
Growth of enrollment. The extraordinary 
growth in enrollments in higher education 
during the decade of the sixties forced the 
university itself to make many changes to 
attempt to cope with the flood of students. 
Total enrollments grew from almost four 
million to approximately eight million. 
The number of graduate students tripled, 
from 314,000 to more than 900,000. The 
tremendous increase produced changes in 
the university far beyond merely making 
it larger. It became a far more complicated 
institution. 4 
University expansion began long before 
the sixties, of course. Probable effects 
upon the university library were noted in 
1958 by Donald Coney, and the title of his 
article is prophetic: "Where Did You Go? 
To the Library. What Did You Get? Noth-
ing. " 5 Except for the creation of under-
graduate libraries in some of the larger 
universities beginning at Harvard in 1948, 
few changes were made to cope with the 
rising flood. Most universities remained 
oriented basically to the single-copy re-
search concept. 
Changes in the presidency. Growth in size 
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of the institution placed great pressure 
upon the president, and other factors 
added to his problems: rising expecta-
tions, growing militancy of students and 
faculty, disillusionment and a newly criti-
cal attitude towards higher education on 
the part of the general public that devel-
oped as a result of student activism, politi-
cal pressure from hostile legislators or 
governors, growing powers exerted by 
state boards of control, and, to cap it all, 
financial support that began to decline or 
at least levelled out. Harried from all 
sides, forced to act often on bases of emer-
gency or expediency, and with little time 
left for academic affairs, the position of the 
president has become almost untenable. 
It is not surprising that the average ten-
ure of university presidents in the United 
States is now a short five years. Chancel-
lor Murphy of UCLA stated that the office 
of president or chancellor has become im-
possible, and suggested a maximum term 
of ten years. He observed that "The chief 
executive of an institution makes his 
greatest creative impacts in the first five to 
eight years. He may need a few more 
years to follow through in the implemen-
tation of these creative impacts. Beyond 
that, however, the housekeeping function 
inevitably becomes larger, and much of 
the vitality, drive, and creativity de-
clines."6 President Lyman of Stanford 
noted that directors of libraries appeared 
to be in the same situation as presidents. 
Herman H. Fussier added that the tenure 
of all senior university administrators-
not only presidents but also vice-
presidents and deans-had declined con-
siderably in recent years. He asked, why 
should librarians expect to be different?7 
Booz, Allen & Hamilton predicted that 
term appointments for presidents might 
become common, and that even peer elec-
tion could come in the late seventies. 8 
Proliferation in university management. To 
cope with the greatly intensified pressures 
on the president, and in the belief that uni-
versities were undermanaged, nearly 
every university in the country has added 
substantially to its central management 
staff. The most striking increase has been 
in the number of vice-presidents. 
The proliferation of vice-presidents was 
noted and commented on by several direc-
tors: Lewis C. Branscomb, Thomas R. 
Buckman, Richard N. Logsdon, Robert 
Miller, and Edward B. Stanford. All ob-
served that this movement has had the ef-
fect of interposing a layer of administra-
tive officers between the chief librarian 
and the president. The director no longer 
has direct access to the president; thus the 
role of the library in the university and the 
power of the library to present its case has 
been reduced. Logsdon commented that 
unfortunately the presidents rarely have 
utilized existing administrators, such as 
directors of libraries, who have a broad 
overview of the university, to help with 
the growing burden of general adminis-
trative affairs. 9 
Changes in the world of learning and re-
search. Several factors beyond the obvious 
one of expansion of existing graduate pro-
grams and establishment of new pro-
grams have affected the university and its 
library. A major instance is the continued 
fragmentation of traditional academic dis-
ciplines. New specializations continue to 
break off from older fields; each, of 
course, smaller than the original. One au-
thority has referred to the trend as ''the 
Balkanization" of learning. 10 Another 
movement of the sixties which is having a 
major impact on libraries is the emergence 
of interdisciplinary programs, including 
area studies. New social concerns and the 
demands for relevance also foster the 
growth of interdisciplinary institutes and 
other irregular patterns outside of estab-
lished fields. Even engineering is moving 
towards a juncture with the sciences. To 
help cope with the flood of students, 
teaching methods have turned increas-
ingly to larger classes, increased use of 
teaching assistants for regular classes, 
and, to a lesser degree, the newer media, 
such as closed-circuit TV. 
These changes in the world of learning 
may presage a fundamental reorientation, 
according to Peter F. Drucker. ''The emer-
gence of knowledge as central to our soci-
ety and the foundation of economy and 
social action drastically changes the posi-
tion, the meaning, and the structure of 
knowledge .... Knowledge areas are in a 
state of flux. The existing faculties, depart-
ments, and disciplines will not be appro-
priate for long. Few are ancient to begin 
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with, of course .... The most probable 
assumption is that every single one of the 
old demarcations, disciplines and facul-
ties is going to become obsolete and a bar-
rier to learning as well as to understand-
ing. The fact that we are shifting rapidly 
from a Cartesian view of the universe, in 
which the accent has been on parts and el-
ements, to a configuration view, with the 
emphasis on wholes and patterns, chal-
lenges every single dividing line between 
areas of study and knowledge."11 
All the foregoing movements have im-
plications for the libraries. As was re-
marked by Warren J. Haas, the rise of 
small new specializations tends to drive 
up the price of books and journals because 
the clienteles are small. Interdisciplinary 
studies tend to weaken the old system of 
departmental libraries. Spread-out de-
partmental libraries do not serve the new 
needs well, and no university can afford to 
create the many new branch libraries pres-
ently being demanded. The multitudes of 
tecching assistants are not adept at utiliz-
inp- the library in their teaching. Further-
more, the large numbers of students in 
single courses demand more copies of any 
title than the library is able to provide. Few 
libraries are equipped or staffed or budg-
eted to add the newer media to their ser-
vices, and most are not oriented in that di-
rection. The effects of all these patterns of 
scholarship upon library resources have 
been ably summarized by Douglas W. 
Bryant.12 
The information explosion. The constantly 
accelerating production of knowledge has 
been so widely publicized that it hardly 
calls for comment. When the knowledge 
produced by the world up to 1900 is dou-
bled by 1950, and doubles again by 1965, 
as has been estimated, the term '' explo-
sion" seems applicable. As early as 1945, 
Vennevar Bush wrote that "Profession-
ally our methods of transmitting and re-
viewing the results of research are genera-
tions old and by now totally inadequate 
for their purpose .... " 13 No significant 
changes have occurred since Bush's state-
ment. By 1970, a national Committee on 
Research in the Life Sciences concluded 
that ''Investigators in the life sciences 
have not been able to cope with the waves 
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of information since 15 years ago. " 14 The 
rate of growth in science and technology 
seems fairly constant at 10 percent a year, 
which means a doubling every eight 
years. 
University libraries quite obviously 
were going to be overwhelmed by this 
flood sooner or later; the velocity of 
change produces a faster expansion of 
knowledge that can be appraised, codi-
fied, or organized. Fremont Rider first 
called attention to the problem in 1944, 
pointing out that research libraries were 
doubling in size every sixteen years. 15 The 
annual studies at Purdue since 1965 indi-
cate that the rates of growth discovered by 
Rider have continued unabated through 
1971.16 
So long as financial support of the uni-
versity and its library grew steadily year 
after year, university libraries could hope 
at least to keep their heads above water. 
They clearly were in a very precarious po-
sition at best, however, and anyone could 
foresee that when hard times came, as 
they inevitably would, sooner or later, 
there would be serious difficulties. Those 
times have now arrived. 
Hard times and inflation. The current fi-
nancial problems of universities hardly 
need documentation. Earl F. Cheit in a 
study for the Carnegie Commission on 
Higher Education and the Ford Founda-
tion calls it'' the new depression.' ' 17 Budg-
ets have actually been cut, or the rate of in-
crease slowed drastically. 
Planning and budgeting. A static budget 
when coupled with inflation spells real 
trouble for universities. All have begun to 
reassess goals and functions, and to try to 
improve their planning and budgeting 
processes. State boards of control appear 
strongly interested in program planning 
and budgeting systems, even though 
these devices have doubtful validity for 
colleges and universities. Clearly, long 
and short range planning and analytical 
budgeting are going to be a way of life in 
universities henceforth. 
One of the budgets likely to be looked at 
hard with an eye to cutting is that of the 
university library, partly because it looms 
large. Certainly libraries can no longer 
count on steady increases to help them in 
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their efforts to keep abreast of continuing 
increases in rate of publication. In addi-
tion, libraries are harder hit than most 
parts of the university, especially in re-
gard to acquisitions, because the rate of in-
flation (or increases, if we accept the 
subject-fragmentation factor as one cause 
for increases in the price of materials) is 
higher than it is in other aspects of our 
economy. The declining status of the di-
rector of libraries in the administrative 
1amily also tends to reduce his effective-
ness in presenting library needs. 
Technology. Ever since Vannevar Bush 
proposed the Memex in 1945-the storage 
of all the information a research scholar 
needs in microform within the space of a 
desk, recallable at will-technology has 
been seen as a promising means of coping 
with the ever-growing flood of knowl-
edge. Microtext has been adopted readily 
by university libraries, though it should be 
noted that government agencies do not al-
low the counting of materials in microtext 
in basic reports on resources. There have 
been many experiments with the com-
puter, especially in computerized bibliog-
raphy, the best examples being the Na-
tional Library of Medicine's MEDLARS 
(now succeeded by MEDLINE), and 
Chemical Abstracts. Many experiments 
have been undertaken, numerous books 
have appeared on the subject, and the fed-
eral government has established a special 
agency on scientific information. One di-
rector declared in 1971 that I I Computer-
ization of information, long hoped by 
some to be the solution to library costs, is 
for that purpose substantially bank-
rupt. " 18 This judgment may seem harsh, 
but it reflects general disappointment. 
Perhaps everyone, including librarians, 
had over-optimistic expectations. Time 
may change the situation, but it is now 
thirty-seven years since Vannevar Bush's 
proposal was first advanced. 
Changing theories of management. Certain 
new theories of management emerged be-
ginning in the early 1960s. Based on psy-
chology and the study of human relations 
in an organization, the new ideas ap-
peared first in business and industry and 
subsequently spread to governmental 
agencies. The new theories are character-
ized by the growing involvement of peo-
ple in organizational decision-making, 
loosening of the traditional hierarchial 
structure, what might be called creative 
tensions, growing complexity, constant 
change, and open-endedness. Leadership 
is with a soft voice at a low key. Motivation 
and morale are stressed. Several excellent 
books on the new system have appeared. 19 
One of the cycle theories, an aspect of the 
open-end concept, it that management is 
in constant change and that a successful 
organization evolves through five stages, 
the last of which is collaboration. 20 
The new theories seem esp.ecially suit-
able to an academic organization, because 
it is made up of intellectual and rational 
men, it is bureaucratic, and hardly com-
patible with the principles of hierarchy 
and obedience. One of the particular vir-
tues of the new management plans for a 
university is that it tends to provide a de-
fense in depth for the institution, when it 
comes under attack. It marshals all re-
sources (administration, faculty, stu-
dents, staff, and regents) against any on-
slaught. Predictions are that universities 
generally will adopt the new methods. 21 
Ideas about participatory management in 
university administration are docu-
mented well by He~ L. Mason in a study 
promoted by AAUP. 2 Mason, in turn, re-
flects the ideas of Demerth, Millet, Car-
son, Kerr, and other authorities in aca-
demic management. 
Unionization. Social conditions are 
changing, and therefore management 
needs to change. Factors promoting ac-
ceptance of the new theories of manage-
ment include the growing educational 
level of workers, social disillusionment, 
activism including a demand for a share in 
the government of the enterprise, the 
need for more effective use of employee 
knowledge and spirit, the protection 
which they provide against outside at-
tacks, and unionization. The unionization 
even of faculties, long regarded as un-
likely, appears to be on the increase.23 Par-
ticipatory management may be an accept-
able alternative. However, tight money 
and the over-supply of Ph.D.'s may speed 
the trend of college and university facul-
ties to unionize "at a revolutionary 
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pace."24 Even the AAUP is moving away 
from its former cooperative attitude to-
wards a position of being spokesman for 
the faculty as a defender of all faculty in-
terests, including salaries, class size, and 
similar concerns. Unionization is one form 
of participation in management. 
Increasing control by state boards. State 
boards of regents for higher education are 
becoming increasingly powerful and ex-
erting more and more control over state-
supported institutions. In part, this move-
ment is a result of public disillusionment 
about higher education, especially univer-
sities where the student activist move-
ment has been most evident, and partly it 
is a product of legislative wishes. Such 
boards, in some instances, are adding 
highly qualified specialists to their staffs, 
developing long-term master-plans to 
which the universities must conform, and 
emphasizing the budgeting process. 
Many already budget by formulas, and 
nearly all are strongly interested in pro-
gram planning and budgeting systems. In 
a number of states they are creating new 
community and junior colleges which are 
less subject to public disfavor, and also are 
politically popular. The junior institutions 
draw heavily on both state building and 
state operating funds for higher educa-
tion. Typical of the movement towards 
stronger control is the recent reorganiza-
tion of the State Board of Governors in 
1971 by the North Carolina Legislature, 
giving the board complete authority to de-
termine functions, educational activities, 
academic programs, and degrees. Pre-
vious assignments of functions or respon-
sibilities to designated institutions were 
cancelled. 25 The state boards appear to be 
using for overall research and planning 
the National Center for Higher Education 
Management Systems (NCHEMS) of the 
Western Interstate Commission for 
Higher Education, at Boulder, Colorado. 
The center's studies and recommenda-
tions therefore are of basic importance. 
University libraries are becoming more 
and more subject to the state boards, espe-
cially in the budgeting process and in their 
demands for more effective cooperation 
among all state academic libraries. The 
coming pattern of state budgetary controls 
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for university libraries was predicted ten 
years ago. McAnally found in a survey in 
1962 that a majority of state boards were 
not yet using formulas for university li-
brary budgets (even though some already 
had formulas for college libraries), be-
cause of the complexity of the problem, 
but that many were interested in the sub-
ject. 26 Now there is a definite trend to-
wards formulas for budgeting for univer-
sity libraries, and man{; state boards also 
are considering PPBS. 7 The Washington 
''Evergreen'' formula, developed by busi-
ness officers, in cooperation with the 
state's college and university libraries, is 
typical of the newer, complex formulas. It 
has certain disadvantages for university li-
braries. 28 McAnally and Ellsworth had re-
ferred to the dangers of equalitarianism in 
formula budgeting for university libraries. 
If graduate programs and qualitY are not 
given adequate weight, this could be an 
end result. It remains to be seen what the 
effect of PPBS will be on university li-
braries, if this budgeting system is 
adopted widely. 
No national system for information. The 
last of the background problems for li-
braries is the failure to achieve an effective 
national system for the sharing of infor-
mation. The present uncoordinated sys-
tem was reasonably satisfactory around 
the turn of the century when advances in 
knowledge were slow and leisurely. The 
information explosion is now producing 
an enormous wealth of knowledge, pub-
lished and distributed according to the 
techniques of 1900, which is beyond con-
trol and a source of frustration, dismay, 
and continual irritation to scholars. Steps 
such as interlibrary loan, cooperative ac-
quisitions plans, union lists and catalogs, 
and the Center for Research Libraries have 
been useful, but too little and ineffective, 
and hardly acknowledged by the commu-
nity of scholars. Control is not necessarily 
a library problem, though librarians seem 
to catch the brunt of the blame. Instead, 
many agencies ought to be helping to 
solve the problem: the various profes-
sional associations in different subjects, 
publishers of books and journals, com-
puter and information specialists, founda-
tions, and last, but not least, the federal 
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government. Information is a resource of 
national importance; certainly the center 
of an effective system will be enormous in 
size and complexity. The federal govern-
ment has made some useful efforts toward 
the control of scientific information, but 
only in medicine has the work been sup-
ported adequately. 
In any event, university libraries receive 
the principal blame for failure to solve the 
problem of access, with the result that the 
director of the library has lost stature and 
prestige within his institution. Buckman 
believes that some substantial progress 
must be made towards the solution of ma-
jor national problems, such as this one, 
before the director of libraries can hope to 
regain his proper status within the univer-
sity.29 
INTERNAL PROBLEMS 
Many of the newer problems facing di-
rectors of university libraries have their or-
igins in changing social conditions or 
within the institution as it attempts to ad-
just to these social trends. Some of his 
problems, however, have developed 
within the university library itself. Few of 
the internal problems are new; mainly, 
they are expansions of existing or latent 
difficulties. 
Greatly intensified pressures. The most ob-
vious change in the director's job is the ex-
traordinary increase in the pressures ex-
erted upon him. Many of the directors 
with whom the authors corresponded 
wrote quite feelingly upon this point. A 
few key phrases describe the situation 
succinctly. Herman Fussier observed that 
"the pressures on the library and director 
have changed by one or two orders of 
magnitude in the past twenty years . . . 
the librarian sits between the anvil of re-
sources and the hammer of demands .... 
The strain is greater, just as it is for presi-
dents of universities.'' 
Louis Kaplan wrote, "Administration is 
never easy, and there were problems ga-
lore even when money was plentiful. . . . 
I had lived through the 'glory' years. . . 
. '' Louis Branscomb noted that ''It has be-
come a matter of running faster on the 
treadmill every year in order to stay where 
you were the year before.'' One director 
said that at his first interview the new 
president informed him that he did not be-
lieve in buying books, and later elaborated 
this statement. Another reported that the 
president had refused to see him for ten 
years. David Otis Kelley suggested that 
the university should have ''a younger 
man to sit on this hot seat." Edward B. 
Stanford referred to the "present climate 
of creeping discontent that pervades the 
faculty, students and staff on so many 
large campuses. 11 Ralph Parker observed 
that ''I have found the life of a Dean on 
this campus to be much cosier than the life 
of a librarian.'' And the title of a talk by 
Warren B. Kuhn describes the situation 
vividly: "in the Director's office, it's 'High 
Noon' every day! 11 
Writers on management agree that to a 
certain degree stress stimulates executives 
to better performance. But they also agree 
that excessive stress is harmful. As the 
pressures on the director increase, he has 
a tendency to become more and more de-
cisive in attempting to cope with the grow-
ing multitude of problems alone, until he 
ultimately offends too many people or else 
concludes that the rewards are no longer 
worth the cost. 
Pressure sources. The growing pressures 
on the director are exerted by five different 
groups. They are, in probable order of 
magnitude, the president's office, the li-
brary staff, the faculty, students, and, in 
publicly supported un~versities, state 
boards of control. It may seem odd to list 
the library faculty as high as second, but in 
those cases in which the principal cause 
for the director quitting his position can be 
identified, the library staff ranks second. 
Unquestionably, the president's office, 
including not only the president but also 
the academic vice-president and particu-
larly the financial vice-president, bring the 
strongest pressures to bear on the direc-
tor. In part, this is because the president is 
the most powerful man in the university, 
in part because he reflects institutional 
opinion. The president's office is a source 
of many of the director's frustrations. Nu-
merous directors commented on this 
problem, and on the deterioration of these 
relationships. As already pointed out, the 
proliferation of top-level administrators 
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has severed the director from direct con-
tact with the president, interposed a layer 
of officers between the two, and reduced 
the ability of the library to present its case. 
Directors also have realized, as Thomas R. 
Buckman remarked, that they have no 
power base on which to operate, and oth-
ers-noted that the director could not even 
get to the point of a showdown, much less 
win one. All presidents are harried, some 
are inexperienced, and others may come 
from nonlibrary oriented fields such as the 
sciences. 
One of the major frustrations of the di-
rector may be with the financial vice-
president. Robert Vosper calls attention to 
a prediction by a social scientist as early as 
1961, of coming conflicts between the li-
brary and budgetary authorities. 30 The 
rate of growth of libraries observed by 
Rider and others obviously had to end 
eventually. The director sees clearly the fi-
nancial needs produced by the ever-
growing flood of publications, increased 
enrollment, expanding graduate pro-
grams, rising expectations and demands, 
and inflation, but may not be able to con-
vince the budget officer of the acuteness of 
library needs. Besides, the financial vice-
president may have no new money, is· re-
luctant to make cuts elsewhere for the li-
brary, which he may regard as a 
''bottomless pit,'' or may have less money 
than previously. Financial demands 
pressed hard are likely to see the director 
relieved of his post. A noteworthy exam-
ple of this fact occurred in one of the great 
Ivy League schools-when the director 
wrote bluntly and bitterly about financial 
support, on the first page of his annual re-
port (his only or last recourse?), he was 
immediately relieved and transferred to 
the School of Religion. The financial prob-
lems of the university library are not likely 
to decrease for the indefinite future. 
Staff pressures. It may seem strange that 
the director should be under attack from 
his own staff, or fail to receive badly 
needed support in relations with the ad-
ministration and faculty, but it is so in 
many cases. Robert Miller wrote: "In re-
cent years that has been pressure exerted 
upon the library administrator by the li-
brary staff, the overt features including a 
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strengthened organization, unionization, 
requests for participation in administra-
tive decision-making, faculty status, etc. 
To me and to other benevolent and be-
loved administrators, this is an attack on 
the father image which I have long fan-
cied. I know one man who felt this so 
keenly that he resigned." 
Nowadays the library staff, both the aca-
demic or professional and the nonprofes-
sional, are far better educated than in the 
past. Most librarians hold at least a mas-
ter's degree, and many higher degrees. 
They also are more socially conscious, 
action-oriented, and impatient-in com-
mon with the rest of our society. They 
want and expect a share in policy deci-
sions affecting themselves and the li-
brary. 31 The rise of library specialists in 
university libraries also is producing se-
vere strains on the library's administrative 
structure, and represents a force for 
change in administrative practices, ac-
cording to Eldred Smith. 32 
A particular problem that has not yet 
surfaced fully is that the director has two 
staffs, one academic or professional and 
one clerical or nonacademic. The latter is 
the larger of the two. Different administra-
tive styles are needed for each. There is 
some danger that the two groups might 
end up in opposition to each other, espe-
cially if the nonacademic group unionizes 
and the academic group does not. 
The old methods of organization may no 
longer be acceptable, but good alterna-
tives are difficult to find. Booz, Allen & 
Hamilton identify the problem in their Co-
lumbia study. 33 In any event, new admin-
istrative styles are being called for, and 
those directors who will not or cannot 
adapt to the newer ways may be lost. 
Faculty sources. The latent conflict of in-
terests between librarians and the faculty 
were commented upon recently by Robert 
H. Blackburn and Richard H. Logsdon. 
Blackburn stated that librarians have the 
books, professors have the students. 34 
Logsdon pointed out that the typical fac-
ulty member wants complete coverage in 
his subject and centralized service; the 
professor sees the size of the library 
budget and regards the library as an em-
pire with all kinds of staff help when the 
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professor cannot even have a secretary. 
As one director wrote, these and other 
frustrations lead to ''a gradual building up 
of small things into big, lose a friend here 
and there every year, and there's bound to 
be a critic in almost every department. " 35 
A simple but cynical explanation of the 
growing problem in faculty relations may 
be financial-when there is not even 
money enough for any raises for the fac-
ulty, faculty support for other university 
functions inevitably declines. The grow-
ing militancy in society generally also may 
be a factor in bringing existing problems to 
the fore. 
Student pressure. Students do not yet 
have the power in the university for which 
they are agitating, but their power is 
growing. They, too, are action oriented, 
and are demanding improvements in li-
brary service. "Under pressure from stu-
dents and faculty there has been a forced 
change in academic library priorities," 
Robert A. Miller finds. "Service is more 
important, or holds more immediacy than 
collection building. More service is 
wanted and in more depth . . . reference 
to limitations of funds, space, personnel is 
not accepted as a sound reply, but only as 
an alibi for non-performance."36 When 
there is no new money, improved service 
must come at the cost of collections. A spe-
cial problem is that most university li-
braries have over-emphasized services to 
research, so that except in those institu-
tions where there is an undergraduate li-
brary, the collections tend to be single-
copy collections. Professors, when they 
select books, prefer to cover as much of 
the new literature of their fields as possi-
ble, and are reluctant to spend money on 
extra copies, even of important titles. Ap-
proval plans also produce only single cop-
ies. To cap the problem, changing empha-
ses of human rights over property rights 
lead to losses-not nearly as great as fac-
ulty and students think, but certainly 
causing a very serious problem in public 
relations. 
Declining ability of library to meet needs. 
Apparently the university library is be-
coming increasingly less able to meet the 
legitimate needs of its university commu-
nity. The causes have already been out-
lined in background factors: the informa-
tion explosion, inflation, more students, 
and continued fragmentation of the tradi-
tional disciplines, coupled with hard 
times. A recent study at Harvard con-
cluded that with 8,000,000 volumes the li-
brary was less able to cope with the de-
mands of scholars than it was when it had 
only 4,000,000 volumes. Ralph Ellsworth, 
in his 1971-72 annual report at Colorado, 
came to the same conclusion. David Kaser 
states plaintively: ''The lugubrious fact is 
that our ability to supply the books and 
journals needed by Cornell teaching and 
research programs is rapidly diminishing, 
and no one seems to know what to do 
about it. Computerization of information, 
cooperation, and microminiaturization 
have not provided solutions .... The 
somber conclusion fast being arrived at by 
the library staff is that the only solutions 
likely to be effective are (1) more money, 
or (2) a substantially reduced academic 
program for the library to serve, neither of 
which appears imminent. The library 
needs, and would welcome, advice in this 
matter. ''37 Another director observed that 
"when the library is unable to perform at 
the level of satisfaction to the faculty, the 
head of the library is held personally re-
sponsible and it is assumed that he is in-
capable of being Director.'' 
Lack of goals and planning. Like the uni-
versity itself, the library has rarely done a 
good job of planning, either long-range or 
short-range. One director remarked: 
''Many university librarians have rigid, 
pre-conceived notions about the proper 
objectives of their libraries. The traditional 
library objectives summarized cynically in 
such phrases as 'more of the same' and 
'bottomless pit' are probably unrealistic, 
and yet little is offered in their place. ''38 
Now that higher education and all its parts 
are under critical review, the lack of realis-
tic, practicable, and accepted goals, and of 
long-range planning, is a major handicap. 
There are some noteworthy expectations, 
such as UCLA, Columbia, and Illinois. 
Several writers have discussed this prob-
lem.39 
Inability to accommodate to educational 
changes quickly. The university library, like 
the university itself, is a bureaucracy 
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which is difficult to change, even. though 
the need may be recognized by nearly ev-
eryone concerned. In addition, the uni-
versity library may have large collections, 
sometimes built up over centuries, re-
search collection which cannot be 
changed quickly; the library is housed in a 
great building or buildings which would 
cost millions to replace; and its staff of spe-
cialists has been developed over a period 
of years. The two groups most impatient 
for new philosophies and new types of 
services are the students and the presi-
dent's office. Inability to make changes 
rapidly, even though he tried, cost at least 
one director his job. 
Decline in status of the director. This sub-
ject has been dealt with previously, but is 
so important to the welfare of the library, 
as well as to the director personally, that it 
should be noted again in a consideration 
of internal problems. The director no 
longer is in the upper level of university 
management and cannot participate in in-
stitutional policy decisions, including 
planning and budgeting. Partly the de-
cline is due to lack of basic support. The di-
rector seldom has an opportunity to de-
fend the library, or if he does, no one 
wishes to listen to him. And on him now 
falls the chief burden of asking for institu-
tional book funds as well as staff money. 
Many directors commented on this aspect 
and asserted that it made real achieve-
ments impossible and reduced the attrac-
tiveness of the position. 
Declining financial support. When finan-
cial support for the universities slows 
down, stands still, or decreases, the li-
brary must suffer too. A static or declining 
budget causes especially acute problems 
in the library, because of the continuing 
proliferation of publications and increases 
in the prices of print well above the na-
tional average. A number of directors, in 
discussing this problem, referred to 
''housekeeping'' or ''caretaker-level'' 
funding. Booz, Allen & Hamilton warns 
that the president is inclined to look at the 
library budget as a place to economize. 
There is widespread evidence that the per-
centage of the total educational and gen-
eral budget allotted to the university li-
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brary has declined in recent years, 
including some of our most distinguished 
universities. The national situation cannot 
be determined readily; however, Statistics 
of Southern College and University Libraries, 
which reports percentages spent on the li-
brary, reveals that decreases slightly out-
number increases over the past five years, 
but decreases outnumber increases two to 
one over a ten-year period. 
Renewed questioning of centralization. 
Every director is probably aware of the de-
clining efficiency of the general library and 
the old departmental library system in 
meeting new needs and rising expecta-
tions. Interdisciplinary studies and frag-
menting disciplines are not served well by 
the system, and libraries have no funds to 
expand. Peter Drucker expects the entire 
university curriculum to be reorganized; 40 
if so, this problem may well increase. 
Every director also is aware of the rise of 
many office collections, unofficial institute 
libraries funded from grants, and depart-
mental reading rooms supplied person-
ally by the faculty. All these developments 
indicate growing dissatisfaction with cen-
tralized controls. "Institutionalizing li-
brary resources inevitably denies individ-
ual faculty members the degree of control 
they would prefer. . . . And to this the 
even stronger desire on the part of profes-
sional schools to be autonomous within 
the university and you have another set of 
frictions. ''41 
No effective sharing of resources, computer-
ization, microminiaturization. Failure to 
make substantial progress on these na-
tional problems is blamed on the library 
and its director, and some believe it an im-
portant factor in the decline of prestige of . 
the director. 
Old-style management. As noted above, 
the traditional hierarchical and authorita-
tive style of management is increasingly 
unacceptable. As one director observed, it 
''no longer has any purchase in the mar-
ket place." Many directors are unwilling 
or unable to adapt. In addition, the direc-
tor's office now operates in a condition of 
constant change, intense pressures, and 
great complexity. These factors are of cru-
cial importance to the director personally, 
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demanding the highest administrative 
abilities as well as durability, flexibility, 
and determination. 
SOLUTIONS AND CHANGES 
It is far easier to identify the multitude of 
problems facing the university library and 
its director than it is to find solutions to 
these troubles. Nevertheless, there are an-
swers to some problems and partial solu-
tions to others. Perhaps the most impor-
tant fact for the director to recognize is that 
the old ways are being questioned and 
that changes are evolving; he should be 
receptive to continuing change, both for 
his library and for himself personally, and 
try to see that the best possible choices are 
made among various alternatives. The 
university library obviously will survive, 
for it is a fundamental part of the univer-
sity, but its nature will continue to be 
transformed. What happens to the indi-
vidual director may not be important, 
heartless though this may seem. Either he 
adapts to new ways, or another person 
will be brought in who has the qualities 
needed in the new era. But what happens 
to the leadership of the library embodied 
in the position of director of libraries is ex-
ceedingly important. 
Solutions to national problems. To restore 
the confidence of the university in the li-
brary and its director, there has to be 
''general acceptance and implementation 
of some significant national programs that 
really come to grips with fundamental 
problems of providing information and 
knowledge for people working in the uni-
versities .... The probably won't get it 
fully until he and his colleagues attack the 
national problems in such a way that the 
local university library becomes a manage-
able operation.''42 
Unfortunately, the problems are so vast 
that there seems to be little that the indi-
vidual director can do. Instead, the solu-
tions must come at the national level. No 
deus ex machina is likely to appear any time 
soon from the computer-information 
world, microminiaturization or other 
technologies; it is therefore the responsi-
bility of librarians to develop answers, 
even though they may be only partial and 
prove temporary. However, the librarian 
can make his views known and speak out 
vigorously about the urgent need to na-
tional agencies which are in a stronger po-
sition to attack the problems. These in-
clude the Association of Research 
Libraries, agencies of the federal govern-
ment, and the American Library Associa-
tion. Efforts of the Association of Research 
Libraries to promote a national acquisi-
tions program and to develop plans for 
more effective sharing of resources for re-
search are constructive, but the organiza-
tion is dependent upon the federal gov-
ernment and foundations for research 
funds, and is not funded to operate any 
continuing· program. Nonetheless, its 
leadership is vitally important in the over..: 
all situation. Only the federal government 
can provide the sizeable funds needed for 
a proper national plan. There are four 
comprehensive federal agencies in the 
field-the National Commission on Li-
braries, the Library of Congress, the Na-
tional Science Foundation, and the De-
partment of Health, Education, and 
Welfare-none of which is funded prop-
erly for the task, nor has national respon-
sibility for information been fully accepted 
by the government. The American Library 
Association can be helpful but has many 
diverse interests and at present has inter-
nal management problems. 
Current developments of promise are 
the recently completed ARL interlibrary 
loan cost study, the same organization's 
current study of the feasibility of a com-
puterized national referral center, and on-
going studies of national-regional periodi-
cals resources centers or lending libraries 
by the National Commission on Libraries, 
ARL, and the Center for Research Li-
braries. Both the Association of Research 
Libraries and the Center for Research Li-
braries have broadened their membership 
considerably in recent years, thereby in-
creasing their strength. ARL has adopted 
automatic membership criteria based on 
50 percent of the ARL averages on certain 
factors. Some librarians see networks as 
an answer, but existing examples are un-
coordinated and vary widely in scope and 
in value. It should be noted again that po-
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litical pressures are strong for more and 
more effective cooperation, especially 
from state boards of higher education and 
from HEW. 
Better planning. Failure to plan for the fu-
ture has been one of the major weaknesses 
of university libraries in general, a condi-
tion which many authorities agree must 
be corrected in the seventies. "Planning is 
the orderly means used by an organiza-
tion to establish effective control over its 
own future . . . to be effective any 
plan . . . must be logical, comprehensive, 
flexible, action-oriented, and formal. Fur-
thermore, it must extend into the future 
and involve human resources.''43 In an era 
of change in the university and of static fi-
nancial support, the allocation of re-
sources becomes especially important. 
The components of comprehensive library 
planning include (1) university require-
ments and expectations for library ser-
vices; (2) the library's own objectives and 
plans in support of academic programs 
and general learning needs; and (3) library 
resources (financial, personnel, collec-
tions, facilities, and equipment) needed to 
implement agreed-upon plans. There are 
four ways to accommodate change. (1) 
Appoint a new chief librarian. (2) Call in 
an outside consultant. So far as the direc-
tor is concerned, results are the same as (1) 
four times out of five, especially if the uni-
versity calls for the consultant. (3) Estab-
lish a committee within the library organi-
zational structure as a research and · 
planning group.44 (4) Appoint a staff offi-
cer in the director's office for planning and 
research, to do some of the work and to as-
sist the staff committee. Kaser points out 
that in the university ''academic decision 
making . . . is not accomplished through 
the organizational tree that we have come 
to associate with large organizations. 
Such a structure does exist in universities, 
but it exists for nonacademic decisions; ac-
ademic decisions . . . are rather initiated 
and made by faculty members as individ-
uals and with practically no centralized 
control over them. ''45 Implications for the 
library are obvious. 
Improved budgeting. During this period of 
hard times for the university, the univer-
sity library must improve its budgeting 
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and control practices greatly if it is to re-
ceive its fair share of limited resources. 
The old add-on type budget is gone, at 
least for a while and perhaps forever. Li-
brarians need to prove their value to the 
classroom faculty as well as to the univer-
sity administration-libraries are indis-
pensable, but how indispensable? Li-
braries now have to demonstrate their 
importance to the educational program of 
the institution. There also must be more 
accountability-directors must provide 
better justifications for budget increases. 
Some steps that the director should take 
include adding a business-trained budget 
manager to the library staff for budget 
preparation; enlisting the support of in-
structional departments in preparing 
budgets; seeking faculty and administra-
tive recognition of the fact that any new 
academic program requires money and 
that special financial aid should be given 
to the library for it; making productivity 
and cost benefit analyses regularly; partic-
ipation in computerized networks and 
information-sharing systems; and having 
the director sit on the highest university 
policy board. 46 A discovery of consider-
able significance was made by Kenneth S. 
Allen, who found among thirteen sam-
pled institutions that "the percentage of 
educational and general expense funds al-
located to the library appears to be favor-
ably influenced by having faculty sta-
tus."47 Further study is needed to see if 
this is true nationally. 
State boards of higher education clearly 
are going to affect budgeting practices of 
state-supported university libraries, as 
previously observed, for their financial 
control is growing rapidly. The methods 
they adopt will govern library methods. 
Six types of budgets currently are in use: 
the traditional budget by objects of ex-
penditure, program budget, performance 
budget, Planning, Programming and 
Budgetary Systems, formula budgeting, 
and combinations.48 
New organizational patterns. If present 
trends in the academic programs of the 
university continue-breakoff of new sub-
jects from old disciplines, growth of inter-
disciplinary studies and area studies, rise 
of programs oriented towards current so-
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cial problems, more independent study 
programs, and more adult education 
work, or if indeed there will be entirely 
different curricula by 1980 as suggested by 
some-then the university library may 
have to make considerable change in its 
organizational structure to accommodate 
to university needs. Some modifications 
are needed already, for internal as well as 
external reasons; our present patterns are 
over seventy-five years old. 
At present, no one knows with any cer-
tainty exactly what changes in organiza-
tion may be needed. The most interesting 
suggestions to date, the Booz; Allen & 
Hamilton proposals (limited to staff and 
service only) for Columbia University li-
braries, appear unwieldy and cumber-
some. The experiment should be watched 
with interest. The company reflects a 
business-industrial management firm's 
approach. In any event, the director needs 
to be aware that organizational changes 
may be needed, and to remain open-
minded and flexible on the subject. 
Services versus collection-building. The di-
rector must recognize that the emphasis in 
university libraries is shifting from 
collection-building to services, under 
growing pressures from students and fac-
ulty, and that the library must conform. 
Library staffs also seem to be becoming 
more service conscious and program ori-
ented. When financial support is static, 
there is no place to obtain the money for 
improved services other than book and 
journal funds. Therefore, the percentage 
of the library budget allotted to acquis-
tions will decline, unfortunate as this is for 
the world of scholarship in general and 
the university in particular. In its most af-
fluent days, no library was able to acquire 
more than a portion of the world's pub-
lished output. 
Every director has been made increas-
ingly aware of the growing dissatisfac-
tions with library service. Formerly faculty 
members and students were reluctant to 
voice criticism and make suggestions; 
nowadays, neither seems to hesitate to 
make attacks. Failing to receive satisfac-
tion, they may go to the president or to the 
campus newspaper. Courteous hearings 
and boxes for complaints and suggestions 
are useful. Another evidence that every 
director must be aware of is the rapid 
growth in recent years of alternatives to 
standard library service-office collections, 
unofficial institute libraries, faculty-
supplied departmental reading rooms, 
and the like. Dougherty suggests that a 
new attitude and new types of service may 
be needed for the latter group. 49 
Undergraduate libraries (or learning re-
sources centers as some state boards pre-
fer to call them) seem successful and desir-
able, and are popular with students. They 
are possible, however, only in large uni-
versity libraries. They help improve ser-
vice, but there seems to be little or no cor-
relation between the presence of such a 
unit and the tenure of the director. 
Collecting policies. Several changes in col-
lecting policies may be desirable. The first 
and most obvious change is that, with sta-
ble or declining funds, the library needs to 
be more selective in choosing from the 
world's output. Unless the library re-
ceives a book and journal budget that in-
creases steadily at least 12 percent a year, 
the recent rate of inflation in the price of 
print, library intake will decline. There is a 
trend towards selection by library special-
ists. Blanket order and approval plans are 
becoming widespread. Both movements 
seem to be satisfactory and acceptable to 
the faculty. When book funds decline, 
many libraries tend to protect their period-
ical subscriptions first. 
Institutional pride and rules of agencies 
for counting library statistics emphasize 
the codex book and the journal. Micro-
print is well used by libraries but is not ac-
ceptable for the basic count. Libraries 
need to widen their collecting net to in-
clude information in other forms, includ-
ing the so-called newer media and infor-
mation on computer tapes or discs. 
Douglas Bryant has pointed out the grow-
ing variety of forms that must be col-
lected.50 
Rare books. Some presidents, legislators, 
and state boards have long looked askance 
at the use of budgetary funds for the pur-
chase of rare books per se. Now the atti-
tude appears to be spreading to the faculty 
and to students. A little checking with fac-
ulty members in almost any department 
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except history, English, and classics or 
other humanities is likely to prove star-
tling. Neither scientists nor social scien-
tists are likely to appreciate the need. Per-
haps the attitude is a product of severe 
financial problems, or McLuhanism, or 
strong emphasis on the current problems 
of our society. The director may be well 
advised to use only gift funds for such 
purposes, and to publicize this policy 
among the faculty. "Friends of the Li-
brary'' organizations can be quite helpful 
in providing funds for ''frosting on the 
cake." 
More copies of important books or cur-
rent titles in heavy demand ought to be 
purchased. Most university libraries, with 
the exception of those with undergradu-
ate units, are basically single-copy li-
braries. The most severe criticism of every 
university library in the country probably 
is the inability of students or faculty to se-
cure a copy of a high-demand title when 
needed. Changes in acquisitions policies 
clearly are required. 
Institutionalization of resources. Some 
loosening of centralized control over re-
sources and services may be in order. This 
will seem downright heresy to some, and 
an encouragement of inefficiency and 
wastefulness by others. But the fact is that 
this is already occurring. Professional as-
sociations in medicine and law in con-
certed campaigns have gained a great deal 
of independence for their schools, includ-
ing their libraries. Other professional as-
sociations are beginning to work on simi-
lar programs. The rise of many unofficial 
office collections, institute libraries, and 
departmental reading rooms has already 
been noted. The library itself cannot estab-
lish the needed new branches to serve in-
terdisciplinary and similar new programs, 
due to the financial pinch. Actually, at 
least two great university libraries have al-
ways been federations of libraries-
Harvard and Cornell. The financial and 
supportive aspects of allowing some de-
gree of freedom were suggested by 
Donald Coney in the 1950s. When asked 
why he allowed so many independent 
branch libraries at Berkeley, he replied, 
''We get more money that way.'' Cooper-
ation and a new kind of personalized ser-
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vice to meet new needs are suggested by 
Dougherty. 51 Holley suggests that coordi-
nated decentralization as at Harvard 
should be looked at, as well as the view 
that after a certain size has been reached, 
some form of decentralization may be 
both necessary and desirable. 52 
Directors undoubtedly need all the help 
they can find nowadays, and by coopera-
tion they can maintain some degree of co-
ordination which might otherwise be lost. 
As the rate of acquisitions declines, li-
braries may have excess staff in their ac-
quisitions and cataloging departments 
which could be utilized. Policies on these 
matters need to be reviewed, and either 
re-affirmed or modified. 
Status of the director. Most directors com-
mented on the decline in status of the of-
fice of director, reflected in the interposi-
tion of layers of vice-presidents between 
the president and the director. Some de-
cline in general approval of the library it-
self also seems to be evident. This is unfor-
tunate for the director, but very serious 
indeed for the university library itself. The 
library's representative usually no longer 
participates in institutional policy decision 
making processes, and cannot present the 
library's case at the top level. 
Buckman believes that the four require-
ments to restoring confidence and credi-
bility in the director, and by implication 
the library, are: (1) some effective attack 
on major national problems; (2) establish-
ing an effective working relationship with 
the administrative officers of the univer-
sity; (3) providing a framework in which 
the director can operate effectively within 
the university's power structure and ( 4) 
setting reasonable and widely understood 
goals for the library. 53 Branscomb suggests 
that this may be a problem to be worked 
out individually on each campus, rather 
than by a considered attack from research 
libraries as a group. 54 Booz, Allen & Ham-
ilton propose that the director be made a 
vice-president. 55 The vice-president needs 
to adopt a university-wide viewpoint 
when this is done. The idea is attractive, 
and has been implemented at Columbia, 
Texas, and Utah, the two latter perhaps 
for different reasons. An important factor, 
for directors considering such a move, 
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may be that the office should be a vice-
president for information services for the 
entire campus, assuming responsibilities 
for the newer media, even closed-circuit 
TV and certain aspects of computerized 
information services. Separate budgeting 
for the latter units seems fundamental. 
The status of the director is sometimes a 
negotiable matter which should be dealt 
with as one of the conditions of appoint-
ment. The rank of dean may be negotia-
ble; the status of vice-president possibly 
not. The welfare of the library itself as well 
as the opportunity for achievement by the 
director of course are involved. 
Tenn appointments. One of the solutions 
proposed by several directors is appoint-
ment for a fixed term, perhaps for ten 
years, perhaps for five years, with onere-
newal possible. 56 If Chancellor Murphy is 
correct, and if the post of director is com-
parable to that of a president, then his ob-
servation that an individual's major crea-
tive contributions are made within the 
first three to five years, with ten years the 
maximum time needed to complete pro-
grams, the idea should be considered 
carefully by the profession. Both the li-
brary and the individual are certain to suf-
fer when the director remains in the posi-
tion past his period of optimum 
contribution. 
Several universities presently have term 
appointments for deans and other such 
administrators-with extensions possi-
ble-Cornell, Texas, and Illinois. The de 
facto tenure period for directors of ARL li-
braries over the past three years has aver-
aged between five and six years. Vosper 
does note, however, that very short terms 
inhibit planning and focused concentra-
tion, such as the three year elective term in 
Japanese academic libraries. 
If term appointments are adopted, some 
orderly plans or structure to facilitate wise 
change in administration must be formu-
lated. So far there is none, though at West 
Virginia a president acquires retirement 
privileges after five years, and at Ken-
tucky deans who return to teaching retain 
their salaries at the expense of the general 
administration. A majority of directors 
who have quit their posts have gone into 
teaching, but there are limitations to this 
concept-many universities have no li-
brary school, and the ability of schools to 
absorb a succession of directors may be 
limited. Others have become curators of 
special collections, taken early retirement, 
or moved to another university. If peer ap-
pointment should come for presidents, as 
has been suggested, it might also apply to 
directors. In such circumstances, moving 
to a lesser position in the library would be-
come more practicable. In any event, the 
profession needs to give some thought to 
the problem of how to make such changes 
feasible rather than traumatic. 
Increase the percentage of nonprofessional 
staff. Some twenty-five years ago univer-
sity libraries in the United States generally 
had a 1:1 ratio between professional librar-
ians and supporting staff. Then following 
a series of articles by Archie MeN eal and 
others in the middle 1950s, pointing out 
that perhaps two-thirds of the work in an 
academic library could be done success-
fully and more economically by nonpro-
fessional people, libraries generally 
moved to a staff composition of two non-
professionals to one professional. With 
few exceptions, this distribution is com-
mon among university libraries today. 
Among Canadian university libraries 
the ratios are different: from three-to-one 
up to five-to-one .. The movement began in 
the catalog department at the University 
of British Columbia; when catalogers com-
plained about the amount of routine and 
clerical work they were doing, the library 
increased the size of the supporting staff 
to what they deemed proper. Canadian 
university libraries have close working re-
lations, and the movement spread rap-
idly. The new ratios are reported to be ac-
ceptable and satisfactory. 
This subject requires further examina-
tion on the part of directors and their 
staffs. The education of the entire popula-
tion has improved greatly in the last fif-
teen to twenty years, from which it fol-
lows that nonprofessional personnel 
ought to be able to carry more and higher 
level duties. A careful survey of student 
opinion about the central library at the 
University of Oklahoma revealed that the 
four areas of greatest dissatisfaction fell 
within the province of the nonprofes-
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sional staff. Obviously the library needs 
more assistants. 57 Eldred Smith also had 
speculated that the university library may 
not need many more academic or profes-
sional staff, but better ~alified and more 
specialized individuals. Harold F. Wells 
suggests that the ratio of clerical to profes-
sional ought to be five-to-one; adding that 
all staff are better educated, one year is a 
short period of graduate education, the 
Army is very dependent on sergeants, 
and libraries ought to upgrade clericals 
and assign more duties to them. 59 A tenta-
tive inquiry about a research grant to es-
tablish the proper ratio was unsuccessful. 
In relation to nonacademic staff mem-
bers, there are three special problems for 
the director: they may fit a somewhat dif-
ferent administrative pattern, no one 
knows what are the proper relationships 
between the academic and the nonaca-
demic staff, and clerical assistants appear 
to be more likely to join a union. 60 Booz, 
Allen & Hamilton proposals in the Colum-
bia study attempt to come to grips with the 
problem, one of the first efforts to date. 
Other approaches need to be explored. In 
one major university library, the two 
groups have already come into conflict. 
The problems will grow in proportion to 
increases in size of the assistant group. 
CHANGING PATTERNS 
OF MANAGEMENT 
New management styles rapidly are re-
placing the old traditional techniques in 
the university library world. The trend has 
been observed and commented on by sev-
erallibrarians who have made surveys of 
university library management around 
the country during the last two years: 
Edward G. Holley, Maurice P. Marchant, 
Eldred Smith, and Jane G. Flener. 61 In-
volving increased staff participation in the 
management of the library to one degree 
or another, they are called participatory 
management, collegial management, or 
democratic administration. The theory 
and principles have been drawn from two 
different sources, business and industry, 
and academic itself. The new styles are be-
ing adopted rapidly because the argu-
ments in their favor are persuasive. They 
draw in to the solution of problems a di-
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verse group of good minds with varied 
viewpoints, thereby improving the qual-
ity as well as the effectiveness of decision 
making. They are the answer to growing 
staff pressures, particularly from the aca-
demic or professional staff, for participa-
tion in planning and policy decisions, as 
well as administrative affairs affecting 
themselves. They tend to improve the mo-
rale and dedication of the staff. They mar-
shall the entire staff in defense of the li-
brary against attacks from outside, thus 
relieving and supporting the director, a 
defense in depth, as it were. The director 
has to surrender some of his old authority, 
and becomes more of a leader. His influ-
ence may not be diminished, but it must 
be exerted in different ways. 
There are three principal styles, two 
based on busines~ and industry, the other 
on university academic practices. The 
three might be called the business man-
agement plan, the unionization method, 
and collegial management or academic 
plan. A director may not be free to choose 
among them. If his university has not, and 
probably will not, grant academic status to 
librarians, such as the Ivy League univer-
sities, he must choose one of the first two. 
If the professional staff already has faculty 
status, then he would be wise to accept 
that style. A show of hands recently in the 
Association of Research Libraries indi-
cated that three-fourths of the directors al-
ready had academic status or were inter-
ested in seeking it for their staffs. If a staff 
is unionized already, a new director has 
no choice. All of the new styles are so new, 
comparatively speaking, that there are 
still wide variations in practice in all three 
groups. Each may be successful. The di-
rector who enters upon any one of the 
paths grudgingly and because he is forced 
to, and drags his heels all the way, how-
ever, is likely to find himself in trouble af-
ter a short time. 
Business Management Plan. Examples of 
libraries experimenting with the profes-
sional but not academic approach (i.e., 
their staffs do not have faculty status nor 
are they unionized) are Cornell, Colum-
bia, UCLA, and recently Harvard. The 
method may give more options to the di-
rector, and allow him to make more deci-
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sions concerning the degree of staff partic-
ipation. There are no firm outside models; 
therefore, the director and his staff have to 
make many basic and difficult decisions. 
A director who goes into this system de-
termined to cede only what he has to 
treads a very difficult and possibly dan-
gerous path. There is likely to be a latent 
restlessness in the staff which will burst 
forth if there is even slight provocation. 
Given hard work, good judgment, and co-
operation from both sides the method 
should be successful. 
It is interesting to note that Booz, Allen 
& Hamilton, Inc., in their original report 
of 1970 on Problems in University Library 
Management, make no mention of staff 
participation matters. Subsequent papers 
by Seashore and Bolton of the firm's staff, 
however, stressed the desirability of ex-
tensively involving the staff in manage-
ment, and their recommendations in the 
Columbia study also emphasize this fea-
ture. A representative of the firm declined 
to commit himself about faculty status for 
librarians. 
Unionization. Management by collective 
bargaining probably produces the most 
drastic changes in management of all the 
three methods. In some respects it is the 
newest and least-known of all. Chicago, 
California (Berkeley) to a certain extent, 
and the City University of New York are 
examples. A guide exists on the subject of 
unionization of library staff. 62 DeGennaro 
believes that unionism and participatory 
management are incompatible; which will 
emerge as the trend of the future is still un-
certain. 63 One university library union, it 
should be noted, includes both profes-
sional and nonprofessional staff mem-
bers. 
Factors that might tend to lead to union-
ization are large size and unsatisfactory 
business management types of participa-
tive management. The larger the staff, the 
more difficult it is to develop participatory 
management plans that will effectively in-
volve all of the staff. Academic, faculty, or 
collegial management seems less likely to 
lead to unionization of the professional 
staff, but if the classroom faculty is union-
ized, the library faculty undoubtedly will 
be included. 
Academic Management. The model for the 
third or academic styles lies in the univer-
sity itself-administration of a college. The 
director should be comparable to the dean 
of a college or perhaps a vice-president, 
and the professional staff to a college fac-
ulty. Like the first method, however, it 
has both advantages and disadvantages. 
First, despite many libraries working in 
this direction for a number of years-
Illinois, Minnesota, Oklahoma, Ohio 
State, Oregon, Penn State, Miami, and 
Kentucky, for example-there are still 
about as many variations as there are in 
the first method. Excellent statements of 
principles under this system are those 
produced by Miami, Houston, Oregon, 
Minnesota, and Oklahoma. Numerous 
problems exist; the transition is neither 
simple nor easy. The director has less 
choice about the degree of participation in 
management which is to exist; he has 
more than many think, but the example of 
faculty-dean is close at hand, and there 
the respective roles are well-established 
and clear. To find out what the role of a di-
rector may be in such a plan, he has only to 
examine the role of the dean. A guide to 
the effects of academic status upon organi-
zation and management is that by 
McAnally. 64 It should be noted that a dean 
of a nondepartmentalized college tends to 
have considerably more power and influ-
enced than a dean of a college with many 
departments. The role of a dean of li-
braries in a large university library which 
has to be subdivided into both academic 
and administrative departments is quite 
different. Middle management tends to be 
much stronger in this case. Both types of 
colleges flourish in American universities. 
Another disadvantage of the system is 
that numerous time-consuming commit-
tees are required. The excesses to which 
committee operation could be carried 
were illustrated at the Library of Congress 
by a pioneer in garticipative management, 
Luther Evans. Committee of classroom 
faculty members produce certain prob-
lems and this is an area the director needs 
to watch. 
The advantages of academic manage-
ment or operation as a college are substan-
tial. It provides recognition of the library 
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as an academic unit. The methods of man-
agement fit the standard university pat-
tern, hence are accepted readily by admin-
istration, classroom faculty, and the 
library staff. It draws in to planning, solu-
tion of problems, arid management gener-
ally a wide variety of backgrounds and 
knowledge, so that decision-making 
tends to be better and the decisions ac-
cepted more readily. It promotes continu-
. ing education and professional growth, 
and increased professionalization. Morale 
is higher. One study indicates that it tends 
to imgrove financial support of the li-
brary. Another indicates that the class-
room faculty tends to be better satisfied 
with the library when the library operates 
as a faculty-academic unit. 67 
Productivity. Productivity under partici-
patory management has been questioned 
by Lynch. 68 Her comments would seem to 
apply to business-style participatory man-
agement, academic management, and the 
unionization method alike. Marchant, 
however, points out that "While group 
decision-making alone appears to be nei-
ther adequate nor necessary to assure 
high productivity, it has been found to be 
generally characteristic of high-
production organizations. " 69 In a highly 
professionalized staff, his observation 
would seem particularly applicable. Any 
director who is convinced that the tradi-
tional hierarchical and authoritarian ap-
proach should be retained because it is 
best for the university would be well-
advised to start looking for a new job, or a 
series of them, in view of current manage-
ment trends. 
Uncertain place of the supporting staff. Cur-
rently in university libraries in the United 
States, as previously observed, the sup-
porting staff outnumbers the professional 
or academic staff two to one. The propor-
tion is likely to rise during the next five 
years to the three to one up to five to one 
common in Canadian university libraries. 
The place of the nonprofessional staff in 
the management system, however, is still 
generally uncertain. Only in unionism is 
its role clear. Obviously, there must be so-
lutions found for the proper involvement 
of the supporting staff in the government 
and management of the university library. 
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Its members are better educated and bet-
ter qualified than they were twenty years 
ago, and they will perform two-thirds to 
four-fifths of all work done in libraries. 
Various plans should be tried to find the 
best. Currently most nonacademic staff 
members operate under rules set by the 
university personnel office. 
QUALITIES OF A MODEL DIRECTOR 
The qualities required of a director of li-
braries are the same as they have always 
been. Certain aspects, however, receive 
more emphasis nowadays than they did in 
the past. First, the director must be more 
flexible and adaptable; the old certainties 
are being questioned or are gone, and the 
university library will continue to undergo 
changes. He must be willing to accept 
change as a way of life, and be open-
minded about alternatives. Any man (or 
woman) unwilling to operate in such ami-
lieu, or unable to accept uncertainty as a 
way of life should not undertake the man-
agement of a university library for the 
years immediately ahead. Second, he 
must possess a stable and equable temper-
ament, and the ability to keep his emo-
tional balance under the constant tensions 
that come at him from all directions. The 
tensions are unlikely to decrease. The apo-
thegm of a former president seems appro-
priate: ''If you can't stand the heat, stay 
out of the kitchen!'' Third, he must have 
endurance. Luther Evans, who once de-
scribed the qualities of a good library ad-
ministrator, chose the term "endurance" 
instead of the term "vigor," which busi-
ness and industry favored. 70 His choice 
seemed odd in the 1940s, but more apt 
now. 
Finally, the director must be exception-
ally persuasive. Ability to present library 
interests and needs effectively to the ad-
ministration, classroom faculty, students, 
and state boards is essential. He must 
have facts derived from continuous plan-
ning and from continuing cost studies, in-
cluding cost-benefit, but he also needs to 
have a personality that commands atten-
tion and respect. The new type of leader-
ship within the library requires that he be 
a leader and not merely an authority. 
Sometimes it seems that a worker of mira-
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des is wanted-a search committee for a 
new director of one of the major university 
libraries specified a mature and experi-
enced man having at least ten years of pro-
fessional career yet to go who would be 
able to persuade the university to increase 
financial support of the university library 
in an era of declining institutional income! 
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Book Selection, Collection 
Development, 
and Bounded Rationality 
Charles A. Schwartz 
A model of how librarians may actually go about book selection is presented in three ways: 
bounded rationality, tacit knowledge, and symbolic content. It is based on the garbage can deci-
sion process widely used in political and educational organizations, which tend to have open-
ended goals, problematic preferences, hazy technology, and poor feedback. The proposed model 
is reconciled with the modern-day concept of intelligent choice. 
nterest in developing a 
decision-making model of the 
book selection process has 
grown because of dissatisfac-
tion in some circles with the traditional se-
lection literature, particularly its broad 
surveys of principles and criteria. 1 Over 
the past decade, writers have criticized 
this literature for consisting of'' superficial 
and self-evident generalities"2 that leave 
the reader "wondering which criteria are 
most important and how to apply them. ''3 
At first glance, it is not clear that the newly 
proposed models have much in common. 
Some are quantitative and would require, 
if feasible, computers to work, while oth-
ers are interpretive and rely on intuition. 
A closer look, however, indicates that 
they are remarkably similar in scope and 
methodology. 
In scope, the proposed models cover 
much the same ground as the older sur-
veys. The focus of inquiry, chiefly on bib-
liographic factors and collection goals, has 
not been materially clarified or advanced 
beyond the point reached decades ago. 
In methodology, however, the models 
share a set of theoretical concerns unchar-
acteristic of the traditional literature. One 
is classical rationality, defined as simply a 
procedure for deciding what is correct be-
havior by relating means systematically to 
ends. 4 Closely associated is normative anal-
ysis, a prescriptive approach to modeling 
along the lines of ''all rational actors in 
such-and-such a situation will believe or 
act in such-and-such a way.'' 
This article takes a different approach to 
modeling the selection process. Its scope 
is expanded, beyond the features of a 
book or a collection policy, to comprise 
human limitations and their organiza-
tional consequences. The assumption of 
classical rationality is replaced by the con-
cept of bounded rationality, formulated by 
Nobel Laureate Herbert Simon to denote 
our inability to deal with all facets of a 
choice situation.5 Concomitantly, norma-
tive bias about the way things ''should'' 
be done is superseded by behavioral analy-
sis of certain fundamentally ambiguous 
properties of the selection process. These 
properties include: 
1. open-ended goals for collection develop-
ment but few measurable objectives or 
other standards for success; 
2. problematic preferences owing to the ex-
traordinary growth in scholarly publish-
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ing over the past several decades, and to 
the broad question of assessing its intellec-
tual quality; 
3. hazy technology for writing or using 
book reviews; and 
4. little or no feedback about the eventual 
use or value of a given selection. 
For collection development as a whole, 
the addition of a fifth property-fluid 
participation-provides a so-called gar-
bage can process model in which several 
streams of problems, choices, and deci-
sion makers flow through relatively inde-
pendent organizational channels. 
The classical theory of rationality was 
not designed to handle such properties, 
and has never handled them satisfacto-
rily. 6 Indeed, the issue is no longer how 
people can hope to relate means systemat-
ically to ends, for nearly every social sci-
ence recognizes that in the face of even 
moderate uncertainty over measures of 
value, striving for theoretically correct 
courses of action is neither feasible nor 
sensible. Rather, the issue is whether peo-
ple operate reasonably within real-world 
constraints. 7 By considering book selec-
tion in a framework of bounded rational-
ity, this article seeks to reexamine a few 
presumptions of our craft and to make the 
use of subjectivity somewhat less of a 
mystery, somewhat more of a technique. 
"Those who want to understand 
book selection in behavioral terms 
face what seems to be an unsolvable 
problem: that 'selection is always a 
private, cognitive activity that does 
not submit to precise observations or 
delineation. 1 11 
The model set forth here is developed in 
five main parts. Part one assesses previ-
ously proposed schemes of classical ra-
tionality in book selection. Part two out-
lines new approaches to rational choice 
behavior. Part three applies a particular 
approach-bounded rationality in a gar-
bage can decision process-to book selec-
tion. Part four describes the role of tacit 
knowledge and the concept of intelligent 
choice. Finally, part five presents an over-
view of theoretical prospects in this field 
and suggests a few areas for future re-
search. 
CLASSICAL RATIONALITY 
Those who want to understand book se-
lection in behavioral terms face what 
seems to be an unsolvable problem: that 
''selection is always a private, cognitive 
activity that does not submit to precise ob-
servation or delineation. ''8 This problem 
can be managed only by making some as-
sumption about a hypothetical bibliogra-
pher's cognitive processes. If no simplify-
ing assumption is made-and not every 
writer who is critical of the traditional se-
lection literature makes such an 
assumption-no behavioral model is pos-
sible. For example, Hendrik Edelman in a 
well-known essay (on collection develop-
ment by classification of library materials) 
takes the position that, because ''selection 
will be made by different people or even 
groups of people,'' a ''consolidated selec-
tion practice statement is out of the ques-
tion. " 9 
The assumption of classical rationality 
holds that an individual identifies objec-
tives (say, of collection development), 
searches for alternative courses of action, 
evaluates each alternative in comparative 
terms, and then chooses the best course 
(book). This conventional notion is as-
sessed first for quantitative models of the 
selection process, then for interpretive 
schemes. 
Quantitative Models 
One type of quantitative model centers 
on numerical judgments. The method 
used is to compare books by assigning 
them scores for certain collection criteria. 
The model of John Rutledge and Luke 
Swindler, for example, includes six crite-
ria, each with a different range of points to 
represent their relative importance. Thus, 
subject matter is worth up to 30 points, in-
tellectual quality up to 25, and so on for a 
total possible score of 100 per book.10 In 
more elaborate fashion, the John DePew 
model is a combination of a flowchart hav-
ing dozens of decision boxes, some politi-
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cal in nature, and an equation of fifteen 
variables for calculating a book's numeri-
cal score. 11 
The second type of quantitative model 
depends on probability distributions. 
Robert Losee proposes that books be 
ranked according to the statistical range of 
certain bibliographic features whose pa-
rameter values would be computed from 
machine-readable cataloging (MARC) rec-
ords, both for previously selected andre-
jected books. Given the size of new book 
production in the United States (some 
50,000 titles annually), this scheme would 
seem to require a database of overwhelm-
ing proportions. Losee's hypothetical ex-
ample, however, refers to a tiny, carefully 
defined situation in which an art history 
bibliographer would make selections by 
just three factors: a book's height, the 
number of times the term art appears in a 
review of the book, and whether a faculty 
member recommended the book. These 
factors are assumed to have normal, Pois-
son, and binary distributions, respec-
tively.12 
Although such models purport to pro-
vide rationality to the selection process, 
there is no evidence that they are either 
theoretically sound or a sensible guide for 
practitioners. In this field of library work 
where personal theory and practice are al-
lied, these models generate needlessly 
complex analysis, entailing what econo-
mists call the ''excessive costs of per snick-
erty calculation,' ' 13 and they overlook or 
ignore basic principles for making an '' op-
timally imperfect decision.''14 
The principle of dominance pertains to an 
obvious choice situation, one in which a 
book (or other option) is easily evaluated 
on the basis of a few salient criteria. Be-
cause of this principle, complex analysis is 
unnecessary except with respect to non-
dominant options. 15 Although this practi-
cal aspect of selection methodology is dis-
regarded in quantitative models (as if all 
books were tough choices), it is taken for 
granted by some publishers. Thus, it is not 
uncommon for university presses to print 
only a few thousand copies of a book to be 
sold at a high price because the academic 
library "market is assumed to be both cap-
tive and inelastic. " 16 Apparently, the 
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same assumption underlies inflation of in-
stitutional over individual subscription 
rates for scholarly joumals.17 
Two additional principles can be de-
scribed in terms of a trade-off between 
precision and relevance of selection crite-
ria. On the one hand, the Rutledge-
Swindler and the DePew models focus, 
for the most pcri"t, on relevant criteria but 
misrepresent them by an unwarranted 
emphasis on precision. Such emphasis is 
known as the fallacy of misplaced concrete-
ness. 
18 It begins with the presumption that 
good decisions require precise measures 
of alternative choices. Where the essential 
numbers are of doubtful validity, how-
ever, there is little point in characterizing a 
decision process as rational in those 
terms. Rutledge and Swindler concede 
that a ''decision to assign a specific score 
[to a book] will be determined by subjec-
tive judgments," yet they gloss over the 
incongruity of this numbers game by dub-
bing it an art of selection. 19 
In the DePew model, the numbers game 
is extended to political affairs, such as 
whether a book requester is a power base 
or a troublemaker. Even the judgment of 
the requester is scored on a scale of zero to 
eleven. 20 When one considers the objec-
tion of many professors to having a library 
request turned down, one can roughly 
imagine the aggregated fury of an entire 
faculty upon discovering its members be-
ing graded by librarians for knowledge of 
scholarly literature. 
On the other hand, the Losee model 
uses quantitatively precise but largely ir-
relevant selection criteria. Substituting 
literature-wide probability distributions 
for individuals' numerical judgments 
does not alleviate the fallacy of misplaced 
concreteness but rather comEounds it by 
the convenience of reverse logic. 21 Such logic 
starts with the methodology that is most 
agreeable, or most in accord with one's 
notion of rationality, and then moves from 
the predetermined scheme backward to 
find selection criteria for which the 
scheme is relevant. In his discussion of 
normal distributions, for example, Losee 
cites the price, height, weight, and num-
ber of pages of a book. These features are 
physically measurable, some are accessi-
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ble from MARC records, but they are 
hardly logical choices as the basis for eval-
uation. 
Certain other issues of quantifying the 
selection process, such as figuring the in-
tellectual quality of a book, are discussed 
below in section three. For now, attention 
is turned to the practical side of selection 
models. Because time is a scarce resource, 
and the gathering and processing of infor-
mation involve both economic and oppor-
tunity costs, a decision maker must decide 
how much time and other resources to de-
vote to a choice situation. The basic rule is 
stated succinctly by philosopher John 
Rawls: "We should deliberate up to the 
point where the likely benefits from im-
proving our plan are just worth the time 
and effort of reflection."22 
This optimization problem of balancing 
the costs and benefits of complex analysis 
has not been addressed in any discussion 
of book selection. While the traditional li-
brary literature can do without it, quanti-
tative models of book selection sorely 
need a practical orientation. Only if one 
gathers a lot of information about biblio-
graphic details, and then processes it by 
charts or equations, can one act in a way 
that the authors of those models would 
judge to be intelligent. But to obtain that 
sort of information, one would have to 
function quite unfittingly. One would be-
come immersed in picayune matters, such 
as deciding which of fourteen numerical 
categories best suits a book review (De-
Pew model) or counting the number of 
times a particular positive or negative 
word occurs in a review (Losee model). 
Bibliographers will find, on calculation or 
reflection, that this would be an unreason-
able way of allocating their time, let alone 
making decisions. 
Interpretive Models 
While it is commonplace in the library 
field to regard selections more or less as 
the interplay of collection policy and indi-
vidual judgment, Ross Atkinson is the 
only writer to have suggested a model of 
the decision-making process along such 
lines. Atkinson describes a hypothetical 
bibliographer as evaluating a book accord-
ing to an internalized typology of citation 
(or reference) contexts. Most crucial are 
the contexts of resolution, categorized as 
archival (what is known about the collec-
tion), communal (what is known about 
the interests of the clientele), and thematic 
(what is known about the subject litera-
ture). Classical rationality of the interpre-
tive kind is brought into play by a process 
Atkinson terms the ''inevitable weighting 
in different situations of the three con-
texts'': 
Depending upon such factors as the goals of the 
library, the nature of the subject, the status of 
the subject within the library, and the predilec-
tions of the individual selector, the three contexts 
will be prioritized. One context will always take 
precedence over the other two.23 
What is troublesome about Atkinson's 
approach is that contexts of resolution do 
not form a prospective model of the selec-
tion process. Rather, they represent after-
the-fact generalizations. It is tempting to 
evaluate decisions once their outcomes 
are known, yet philosophers and psychol-
ogists agree that we are in constant danger 
of making errors whenever we try to do 
so. 
24 This is because such contexts and 
other schemata-akin to what the late Mi-
chael Polanyi called tacit knowledge25-
generally form the background of our de-
cisions but remain unspecificable, outside 
of conscious awareness and therefore ''in-
compatible with introspective or observa-
tional access to causal necessity. '' 26 
Everyone uses tacit knowledge-
intuition together with experience-to 
make sense of others' behavior and to per-
form skilled tasks. The nature of tacit 
knowledge is not well understood, but 
certain of its characteristics are clear 
enough. First, it departs in a fundamental 
sense from the classical theory of rational-
ity: "we can know more than we can 
tell. " 27 Whenever we are faced with a 
choice or a task of any complexity, we do 
not spell out the key criteria by which all 
other criteria are to be judged and then ap-
ply them in a formal way. Instead, we 
have an indeterminate range of anticipa-
tions and rules of application that cannot 
be consciously directed. 
Thus, in everyday life we can make fine 
discriminations-recognizing a friend's 
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face among a thousand, indeed among a 
million-without being able to put this 
knowledge into words. Likewise, Herbert 
Simon emphasizes in his discussion of 
bounded rationality how tacit consider-
ations pervade professional life: 
In any field of expertise, possession of an elabo-
rate discrimination net that permits recognition 
of any one of tens of thousands of different ob-
jects or situations is one of the basic tools of the 
expert and the principal source of his intui-
tions. 28 
In this perspective, book selection has a 
critical tacit dimension-similar to what a 
British librarian terms the experienced 
glance29 -that cannot be adequately ac-
counted for in classical models of rational-
ity or conventional notions of subjectivity. 
A second characteristic of tacit knowl-
edge is the converse of the first: "we 
sometimes tell more than we can know.' ' 30 
When people attempt to report on why 
they made a particular choice, they do not 
do so by consulting a memory of the cog-
nitive process, for "it is the result of think-
ing, not the process of thinking, that aR-
pears spontaneously in consciousness.' ' 31 
Instead, people simply make judgments 
about how plausible it is that a given factor 
would have influenced the decision. From 
the standpoint of subjective feelings of 
prediction and control, plausibility judg-
ments are natural and disconfirming feed-
back is hard to come by. Nevertheless, 
such judgments are not based on any true 
introspection, but are implicit and exist 
only in use. 
Third, tacit knowledge is personal, in 
the sense of involving one's personality, 
and also in the sense of being solitary. As a 
rule, no two persons share the same tacit 
theories. 32 The type of considerations that 
Atkinson focuses on-collection aims, cli-
entele interests, and subject literatures-
are familiar norms in the library field, yet 
far too general to determine particular 
choices of any complexity to the exclusion 
of other, nondominant options. Some evi-
dence is provided by the Report of the Na-
tional Enquiry into Scholarly Communica-
tion, which found no common denomina-
tor among seven case studies of the book 
selection process: 
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A variety of procedures are employed by the in-
stitutions, by item selectors within the same in-
stitution, and by the same selectors over time. 
Indeed, if there are twenty-five selectors in an 
institution, there are at least twenty-six proce-
dures for item selection. 33 
''No theoretic ingenuity can account 
for the profound ways in which some 
people can organize their experiences 
and reshape their capacities for judg-
ing new works.'' 
Finally, the concept of tacit knowledge 
carries with it mechanisms of learning and 
maturation that, being only partially 
translatable into words, cannot be cap-
tured in models. Atkinson rightly de-
scribes a bibliographer's experience as 
''constantly evolving,' '34 yet the essential 
argument, made many years ago by T. S. 
Eliot, is that no theoretic ingenuity can ac-
count for the profound ways in which 
some people can organize their experi-
ences and reshape their capacities for 
judging new works .35 Perhaps we should 
adopt a provisional outlook about ''con-
texts of resolution" and other interpreta-
tions of the selection process, remember-
ing with Lord Tennyson that 
Our little systems have their day; 
They have their day and cease to be. 
NEW APPROACHES TO 
RATIONAL CHOICE BEHAVIOR 
In the social and behavioral sciences, 
there has been growing interest in making 
sense of choice situations characterized by 
abstract goals, ambiguous stimuli, and 
hazy technology. Such interest has led to 
development of three interrelated con-
cepts: bounded rationality, garbage can 
decision process, and loosely coupled sys-
tem. These concepts have been applied to 
educational institutions, publishing 
houses, governmental bodies, multina-
tional corporations, accounting firms, 
welfare agencies, appellate court systems, 
military bureaucracies, and research proj-
ects. 36-44 The studies have little to say about 
libraries directly and only slightly more to 
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report by way of broad quantitative find-
ings. But a realistic model of book selec-
tion can be found in their systems of 
thought. 
Bounded Rationality 
In the 1950s Herbert Simon and others 
found that the micro-assumptions of ra-
tionality in the classical theory of the firm 
are contrary to fact. There is no evidence 
that managers actually equate marginal 
costs and revenues, or that consumers dis-
tribute their purchases in such a way as to 
maximize their utility. 45 From this research 
work arose the concept of bounded ratio-
nality, which takes the limitations of the 
decision maker and the complexities of the 
environment as central concerns. 
Simon has demonstrated that choice be-
havior does not conform to textbook de-
scriptions because individuals lack the 
computational capacity as well as the nec-
essary information to act this way. It is not 
a question of approximation; the shortfall 
in information-processing capabilities, 
relative to environmental complexities, is 
so great that teamwork and even com-
puters are of minor assistance. Decision 
makers introduce, as reasonable re-
sponses, a number of familiar procedures 
to simplify a choice situation. These in-
clude replacing optimal goals with satisfic-
ing ones; devising heuristic (rule-of-
thumb) strategies, so that selections will 
be made after searching only a small part 
of the total choice situation; allocating 
time and other resources with an eye to 
the varying quality of decisions; and, with 
experience, adlusting aspiration levels to 
the attainable. 
Garbage Can Decision Process 
The garbage can analogy is not one of or-
ganizational structure, but of a common 
type of choice situation that appears to 
defy conventional assumptions of ration-
ality. According to such assumptions, 
''choice opportunities lead first to the gen-
eration of decision alternatives, then to an 
evaluation of their consequences, then to 
an evaluation of those consequences in 
terms of objectives, and finally to a deci-
sion. " 47 There is considerable evidence 
that this scenario greatly oversimplifies 
many of the problems that practitioners 
face, especially in educational and public-
sector organizations. 
Case studies of the garbage can process 
typically focus on singular choice in-
stances for group resolution, such as the 
location of a new medical school or the re-
organization of a university curriculum. 48 
With rare exceptions, such studies have 
not dealt with recurrent, less burdensome 
decisions at the individual level, like book 
selection. To illustrate their general tenor 
and findings, consider the selection of an 
academic dean. In the garbage can pro-
cess, goals having to do with the character 
of the institution-hiring women and mi-
norities, upgrading neglected depart-
ments, funding new programs-would 
typically be taken into consideration in the 
selection of the dean. 49 This type of deci-
sion is shaped (somewhat like library col-
lection development as a whole) by sev-
eral relatively independent streams of 
problems, participants, choice opportuni-
ties, and solutions flowing through orga-
nizational networks. 
At the individual level, the research pa-
per has been accurately described in terms 
of tacit knowledge and the garbage can 
process. 51 Certainly, well-ordered models 
of scholarly inquiry-formulate a theoreti-
cal problem, select an appropriate 
method, analyze and interpret the results, 
confirm or deny the theory-are a poor ac-
count of the research experience. Robert 
Merton, dean of Academic sociologists, 
explains the discrepancy: 
[There is a] rockbound difference between the 
finished versions of scientific work as they ap-
pear in print and the actual course of inquiry. . . . 
Typically, the scientific paper or monograph 
presents an immaculate appearance which re-
produces little or nothing of the intuitive leaps, 
false starts, mistakes, loose ends, and happy ac-
cidents that actually cluttered up the inquiry.52 
(That sort of contextual information is 
screened out of scholarly publications by 
editorial conventions. 53) 
Loosely Coupled System 
The idea of loose coupling represents 
the extent of incoherence and disjuncture 
between organizational means and ends. 
Writers use it with a variety of garbage can 
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decision situations in mind: (1) a relative 
lack of formal standards, (2) delegation of 
discretion, (3) occasions in which any one 
of several means will produce the same 
end, ( 4) infrequent inspection or coordina-
tion of activities, and (5) the absence of 
linkages for some theory to be relevant. 
For example, in educational organizations 
there is little feedback from ends to 
means, or feed-forward from means to 
ends, so the casual connections between 
the two are not testable. 54 
Bounded Rationality in 
Book Selection 
Not all behavior within an organization 
conforms to a single model. In a library, 
catalogers tend toward a highly pro-
grammed mode in the interests of biblio-
graphic control, whereas administrators 
usually adopt a contextual approach, 
shifting between bureaucratic and partici-
patory styles. For bibliographers, four 
perspectives of bounded rationality may 
make ordinary experience in book selec-
tion more explicable. These perspec-
tives-open-ended goals, problematic 
preferences, hazy technology, and poor 
feedback-suggest a necessarily more 
complex, loosely coupled model of means 
and ends in collection development than 
that described by conventional theories of 
rational choice. 
Open-Ended Goals 
Libraries have broad, idealistic goals, 
e.g., "to serve the academic community," 
but few measurable objectives, time con-
straints, or other standards for success. If 
it were possible to change this situation 
without trivalizing it into a definitional 
problem, we would want to do so for the 
sake of personnel management. 55 How-
ever, several recent studies of choice be-
havior show that, where means-ends rela-
tions are essentially ambiguous-as they 
are in book selection-schemes of explicit 
objectives are neither representative of 
stable preference orders nor suitable for 
creative interpretation of what the goal 
might mean. 56 About the only way of mak-
ing open-ended goals tractable is to devise 
loosely coupled subgoals (such as collec-
tion development policies broken down 
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by subject descriptors). The aim of sys-
temizing selection goals and their criteria 
into some grand model appears unrealis-
tic. 
Problematic Preferences: 
Book Proliferation 
Bibliographers seem destined to face an 
increasing gap between library budgets 
and potential acquisitions owing to the ex-
traordinary growth of the scholarly enter-
prise in the past several decades. The 
number of new books published in the 
United States displayed no clear trend 
during the first half of the century, hover-
ing around 10,000 titles a year. From 1950 
to 1975, however, the number of new titles 
published annually increased fourfold, 
and by the mid-1980s it surpassed the 
50,000 mark (in addition to some 100,000 
titles imported yearly). Moreover, in the 
decade after 1975 the average price of 
hardcover volumes just about doubled. 57 
In an extensive survey of these publish-
ing trends, the American Academy of 
Learned Societies concluded that "find-
ing ways to help librarians cope intelli-
gently with the flood of material engulfing 
them is central to any rational solution to 
the problems of scholarly communica-
tion.' ' 58 This task must be carried out in 
the face of downward pressures on the to-
tal number of books that libraries are will-
ing to buy-given the sharp increases in 
the number and cost of journals, continu-
ing reductions in federal grants for acqui-
sition programs, and other constraints on 
financing higher education. 
''Although evaluation of intellectual 
quality is an integral part of book se-
lection, there has been virtually no 
discussion of this problem in the li-
brary literature." 
Problematic Preferences: 
Intellectual Quality 
Although evaluation of intellectual 
quality is an integral part of book selec-
tion, there has been virtually no discus-
sion of this problem in the library litera-
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ture. Perhaps a general assumption has 
been that ''Quality is rather like obscenity: 
... defining [it] is a futile exercise, even 
though a group of individuals may be able 
to form a consensus on the quality of a par-
ticular item.' '59 While the concept cannot 
be rolled into a neat definition, such a defi-
nition is neither necessary nor appropri-
ate. A wide range of studies show that (1) 
well-established criteria of intellectual cri-
teria do exist but that (2) a group of indi-
viduals, even subject experts, fully com-
mitted to the same criteria will likely 
disagree on their judgments of a given 
work. 
Several large-scale surveys of journal 
editors and referees in the social and be-
havioral sciences have found a striking 
consensus on the importance of a limited 
number of criteria for evaluating manu-
scripts. The main norms indude illumina-
tion of a salient problem, generalizability, 
comprehensiveness, practicality, original-
ity, and integration of diverse theoretical 
perspectives into a single model. 60 One 
survey characterized research milestones 
in just three attributes: providing a differ-
ent direction for researchers or practition-
ers, bringing in this new "truth" from 
outside a sterile field, and treating a spe-
cific and enduring problem. 61 
Such criteria and attributes, like any val-
ues, are equivocal by nature and, when 
employed together, are weighed differ-
ently by individuals. For example, in a 
survey of 299 members of editorial boards 
for psychology journals, there was only 
moderate agreement on evaluations of 
particular manuscripts and even less cor-
relation between those evaluations and 
subsequent judgments by other readers, 
as measured by citation counts. 62 More 
generally, Robert McC. Adams of the Na-
tional Research Council has found that 
this absence of a clear consensus on the 
relative merits of scholarly works "bears 
little relation to field, across the entire 
span from the physical to the social sci-
ences. " 63 
The acceptance or popularity of a piece 
of research in the social and behavioral sci-
ences has little to do with its scientific sup-
port. Instead, what counts as knowledge 
may be only loosely coupled to empirical 
evidence, internal consistency, or predic-
tive power. 64 Some observers suggest that 
pictorial models with high reliability but 
low precision (such as the broken window 
theory of neighborhood decay or the J-
curve theory of political revolution) are es-
pecially useful for the handling of complex 
concepts. 65-67 Others contend that the most 
interesting studies are those with the 
greatest distance between independent 
and dependent variables, e.g., the predic-
tion that single vehicle automobile acci-
dents are influenced by suicide stories on 
television soap operas. 68 
Intellectual quality is often associated 
with iconoclasm, the breaking of estab-
lished theoretical premises. In this view, 
the most important works are those that 
stand in stark relief to taken-for-granted 
concepts: 
By denying the validity of routinely held cogni-
tive assumptions, a theory attracts attention, 
forcing its audience to re-evaluate subject mat-
ter from a novel viewpoint. New propositions 
are interesting or uninteresting only in relation 
to this baseline of traditionally accepted knowl-
edge.69 
The corollary is that a piece of research will 
be considered unimportant if it merely 
proves, however carefully, what is already 
well known. This is particularly true for 
practitioners who need ways of reducing 
the uncertainty of problems where com-
mon sense can go either way: 
Managers are accustomed to making decisions 
under relatively high levels of uncertainty. 
They have little interest in the kind of knowl-
edge about causes and effects that merely in-
creases the certainty of an already apparent re-
lationship. They are decidedly more interested 
in either conceptual knowledge that helps them 
order their thinking about an action area or 
plausible hypotheses that have not previously 
occurred to them. 70 
Iconoclasm, in the broadest sense, un-
derlies Thomas Kuhn's theory of scientific 
revolutions as a succession of tradition-
bound periods in which an older para-
digm is replaced in whole or in part by an 
incompatible new one. The significance of 
paradigms is that they give rise to what 
Kuhn calls normal science: "law, theory, 
application, and instrumentation to-
gether'' to form coherent traditions of re-
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search. 71 Paradigm change depends not 
on the logic of experimental evidence but 
rather on techniques of persuasion: the 
paradigm's promise to solve problems, its 
aesthetic qualities, or something else to 
convince others that it is on the right track. 
Whereas Kuhn professes faith that para-
digm choices are rational, other social phi-
losophers contend that'' our standard the-
ories of what constitutes rationality are 
not adequate to illuminate this complex 
process."72 
Hazy Technology: 
Book Reviews 
Technology is knowledge, not only of 
how to make things but also of how to 
make choices. Two types of studies have 
been done to gauge the reliability of the re-
view process in scholarly communication 
and in book selection. One type concerns 
book criteria, the other reviewer bias. 
Some of the reports on book criteria date 
back several decades, but they generalize 
well with more recent studies that indicate 
reviews are overwhelmingly positive 
though somewhat superficial. For exam-
ple, Dean Champion and Michael Morris, 
in an analysis of 2,378 reviews in three so-
ciological journals over a 23-year period 
(1949-71), found only 18.2 percent of the 
reviews to be negative in their overall ap-
praisals. "The most frequent criticisms 
centered upon substance (29.4 percent), 
while theory and methodology received 
less than 5 percent emphasis, respec-
tively.' ' 73 The paucity of sound criticisms 
was attributed to an implicit norm of reci-
procity in the review process and a conse-
quential "fear of adverse reaction from 
one's colleagues.' ' 74 
Similar results, though with different 
conclusions, were obtained by Beth Ma-
cleod in an analysis of 2,600 reviews in 
Choice and Library Journal in 1978. Only 6 
and 9 percent of the reviews in the respec-
tive journals were negative recommenda-
tions. 75 More often than not, reviewers 
made no mention of the quality of writing, 
depth of analysis, nature of research, or 
uniqueness of the book. Less than 10 per-
cent of reviewers stated and expressed a 
judgment about the author's thesis. Ma-
cleod found that "reviewer anonymity 
May 1989 
[which was the procedure in Choice at that 
time] does not appear to make for more 
critical reviews." She concluded, instead, 
that the preponderance of favorable rec-
ommendations was essentially a matter of 
initial editorial screening of doubtful ti-
tles.76 This conclusion is supported by the 
apparent agreement on the part of editors 
that if a book is bad, it is not worthy of a 
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review. 
Reviewer evaluation of books often is 
challenged as unreliable. This is hardly 
surprising in the social and behavioral sci-
ences, given the diversity of methodologi-
cal orientations and the lack of law-like 
generalizations. Although it is widely rec-
ognized that uncertainty in the theoretical 
sphere sometimes is resolved by reference 
to social criteria, such as an author's sta-
tus, reports on specific patterns of bias are 
largely inconclusive. Some patterns are 
contradictory, such as generational effect 
(prestigious reviewers tend to evaluate 
prestigious authors particularly well) as 
opposed to noblesse oblige (the higher the 
prestige of the reviewer relative to that of 
the author, the better the review).78 Other 
patterns are marginal, e.g., Macleod's 
finding that "reviewers [of both sexes] 
were slightly more likely to criticize a book 
by a woman for its shallowness, and to 
praise a book by a man for its depth. " 79 
Overall, the reports suggest an improved 
situation since the 1950s and 1960s, when 
a negative review might impugn an entire 
school of thought.80 Now the greatest criti-
cism tends to come from within, rather 
than outside of, the author's own theory 
group.st 
By and large, people recognize the hazi-
ness of book reviews, as indicated by the 
adage that ''bad reviews are better than no 
reviews at all." Apparently, the tenor of 
reviews in the social sciences has little im-
pact on book sales or library circulation. 82 
Given the widespread and unavoidable 
differences in evaluation of scholarly 
works, particularly at the time of publica-
tion, ''one review is very likely to give a 
rating far from the mean, and even three 
or four reviews cannot be relied upon to 
represent the central tendency of the total 
ratings. " 83 This is not to say that reviews 
are uninteresting or unhelpful, but 
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simply-with reference to quantitative 
models of book selection-that ''a totally 
inappropriate procedure is to derive a 
general rating from a review and to use 
that ratin~ mechanically in the evaluation 
process.'' 
''Feedback is a concept that has little 
practical bearing on book selection as 
a routine process." 
Poor Feedback 
Feedback is a concept that has little prac-
tical bearing on book selection as a routine 
process. It is treated in the library litera-
ture in two distinct ways: performance ap-
praisals of a general kind for individuals, 
and collection use studies as a measure of 
organizational effectiveness. We know, 
for example, that past book use tends to 
predict future use, and that the most re-
cent materials likely receive the most 
use. 85 Such findings, as well as use statis-
tics, are helpful for collection manage-
ment from a retrospective standpoint, as 
in deciding what to discard or to send to 
storage. But they are not conducive to 
book selection in a prospective, singular 
sense, as in identifying specific titles to ac-
quire. 
Indeed, it is difficult to imagine a work-
able feedback mechanism for bibliogra-
phers based on collection statistics when 
one considers the time and trouble of pre-
paring such feedback studies compared to 
those of tacit knowledge. Further, the 
samples used in these studies are of lim-
ited significance, inasmuch as record book 
use in most libraries is low, around the 50 
percent mark. Also to be considered is the 
''heavy measure of conservatism'' en-
tailed in providing for fresh patron inter-
ests. 86 
A MODEL OF 
BOOK SELECTION 
A model of book selection -drawing in 
part on the previous text-is described be-
low in terms of three main aspects: 
bounded rationality in a garbage can deci-
sion process, tacit knowledge, and sym-
bolic content. 
Bounded Rationality 
There is no reason to suppose that there 
is a single decision process to which all in-
stances of book selection (or rational 
choice generally) should conform. Collec-
tion goals are varied and imperfectly un-
derstood. Choice alternatives are some-
times dominant, sometimes problematic. 
Technology is hazy. Performance mea-
sures are vague. Decision quality cannot 
be evaluated autonomously but rather re-
quires a long period to establish and de-
pends to some extent on others' decisions. 
Even with careful analysis, feedback is 
ambiguous. As a rule, it is virtually impos-
sible to define a criterion of rationality for 
this type of situation (or, what amounts to 
the same thing, to provide a solution to 
the garbage can decision process). 
A partial exception seems to establish 
this rule. Mention was made above of the 
heuristic maxim articulated by Rawls, that 
we should deliberate on a choice up to the 
point where the likely benefits of analysis 
are just worth the time and trouble. This 
would appear to be unassailable logic. 
Yet, oecause decision makers acting under 
uncertainty routinely ignore it for intelli-
gent reasons (see discussion below on 
symbolic content), one can plausibly ar-
gue that it is deficient not only as a de-
scriptor of behavior but also as a criterion 
of rationality. 
The general point to be emphasized is 
that the assumption of classical rationality 
is not appropriate for book selection and 
should be replaced by the concept of 
bounded rationality in a garbage can deci-
sion context, given our inability to deal 
with all facets of a choice situation. 
Tacit Knowledge 
The ideal of a known, systematic, and 
justifiable cognitive process, as suggested 
in Atkinson's interpretive model, does 
not exist. Instead, reliance must be placed 
on tacit knowledge, whose basic premises 
differ sharply from such an ideal. Tacit 
knowledge accredits the human capacity 
to acquire knowledge by steps one cannot 
specify, it allows for choices to be made 
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within an intuitive framework that is 
largely personal, and it accepts the fact 
that such intuitions are incapable of proof 
or disproof. 87 
An interpretive model, by contrast, ex-
presses more the human ability to form 
post factum theories of one's own behavior 
than an ability to relate means to ends in a 
prospective manner. 88 
We have already considered the meth-
odological problems and excessive costs of 
quantitative models of classical rationality 
in book selection. There remains an issue 
of decision logic. The common presump-
tion of the quantitative schemes is that 
once one has minutely examined and nu-
merically scored different features of a 
book, one has mastered the whole. Un-
derlying this notion is the logic of positiv-
ism: If you cannot measure, your knowl-
edge is meager and unsatisfactory. With 
computers called in to handle all the num-
bers, book selection becomes viewed as an 
engineering problem; in Losee's model, if 
a change in collection development policy 
requires computer reprogramming, "hu-
man selection of new books will be neces-
sary for a time.' ' 89 
However, any attempt to break a book 
down into numerous variables that can be 
analyzed separately misses the essence of 
knowledge and literature: the whole is 
greater than the sum of the parts. 90 In this 
perspective of evaluating a work as a co-
herent whole, we return to a critical tacit 
dimension of the selection process-the 
experienced glance-that cannot be estab-
lished by argument, but is rather some-
thing known directly to the practitioner. 
"Imitation offers guidance to it, but in the 
last resort . . . we alone can catch the 
knack of it; no teacher [or model] can do 
this for us.' ' 91 
Symbolic Content 
In at least one respect, book selection 
(along with certain other kinds of organi-
zational behavior) confounds both the 
classical and the bounded models of ra-
tionality. This has to do with the symbolic 
requirements and signaling opportunities 
o£ choice situations in a garbage can deci-
sion process. 
As we have seen, classical rationality is 
outcome oriented. Primary attention is 
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placed either on systematic analysis of 
ends and means to find the best possible 
decision (quantitative models), or on care-
ful reflection to find the most likely reason 
for a given decision (interpretive models). 
Bounded rationality, on the other hand, 
takes an opposite approach. It attributes 
special value to decision efficiency. Heu-
ristic devices and minimum, or satisficing, 
criteria are emphasized as reasonable re-
sponses to limitations of time and 
information-processing capabilities. 
It makes little sense to focus on out-
comes in the book selection process, as 
though selections were discrete or salient 
events, given the stream of selections year 
after year and the lack of feedback. Nor is 
it advisable to stress the practical side of 
decision making by showing how the 
problematic character of selections might 
be decreased by weakening the require-
ments for rational choice. This is because 
the central purpose of book selection for 
the practitioner may be neither outcomes 
nor efficiency; rather, the main point may 
be the process itself: 
Where the substantive outcome has relatively 
low salience for many participants or where it is 
difficult to establish decision efficacy by observ-
ing outcome effects, we would expect process 
pleasures to become particularly relevant. 92 
In such a view, the way in which a bibliog-
rapher goes about his or her work may be 
explicable only if we recognize that a deci-
sion process is an arena for exercising so-
cial values, for displaying competence, 
and for exhibiting appropriate behavior 
with respect to a core ideological construct 
of modern life: the concept of intelligent 
choice. 93 
Where knowledge of inputs is incom-
plete and, at the same time, outcomes are 
ambiguous, conspicuous consumption of 
information may be a sensible strategy. 
For a bibliographer, reading book reviews 
serves, in part, to provide a ritualistic as-
surance that proper attitudes about collec-
tion development exist. For an adminis-
trator, gathering information, asking for 
information, and justifying decisions in 
terms of information have come to be sig-
nificant ways of showing that the organi-
zation is well managed. 
The symbolic value of information is 
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probably more common to garbage can 
decision processes (administration and 
collection development) than to biblio-
graphic functions (cataloging and circula-
tion). It is probably more common at the 
top of the hierarchy than at the bottom; 
and, for bibliographers, it is probably 
more common in subject literatures lack-
ing paradigms than in scientific fields. 
However, this signaling strategy may be 
compromised-that is, information seek-
ing may be regarded as a sign of indeci-
siveness or lack of faith-if the organiza-
tion acknowledges interpretations of 
decision making that emphasize limited 
rationality, a garbage can process, and 
loosely coupled structure. Not surpris-
ingly, symbolic investments in informa-
tion depend upon conventional concep-
tions of intelligent choice. 
CONCLUSIONS 
Two things can be said on behalf of the 
foregoing model. It treats book selection 
as a rather distinct category of a class of 
decision-making situations well-known in 
social science literature; and, consistent 
with that body of research, it does not at-
tempt to explain too much. 
There are about sixty studies of the gar-
bage can decision process. Nearly all of 
them discuss choice situations as dissimi-
lar, nonrecurrent events for group resolu-
tion. A few studies, chiefly in public ad-
ministration, address the garbage can 
decision process at the level of the individ-
ual policymaker, but they maintain the as-
sumption of dissimilar types of choice sit-
uations and are content to rely on Charles 
Lindblom's classic notion-a precursor to 
bounded rationality-of muddling 
through. 94 Until now, no one has consid-
ered the garbage can decision process 
from the perspective of a practitioner, act-
ing alone, who faces the same type of 
choice situation on a daily basis. Hence, 
the important role of tacit knowledge to 
account for intuition together with experi-
ence in a book selection model. 
It must be realized that the model pre-
sented here is an example of non theory. 
There is no strict proof of the existence or 
extent of tacit knowledge; its acceptance 
II depends on the observation of complex 
performances which not only do not re-
quire conscious direction but which defy 
attempts to codify rules for success.''95 At 
the same time, conventional models of 
book selection, with lists of choice varia-
bles overburdened with box scores and 
process arrows, are not a theoretical expla-
nation of anything. Nor do such schemes, 
as Simon noted in his Nobel address, 
II even remotely describe the processes 
that human beings use for making deci-
sions in complex situations. " 96 Rather, 
when individuals and organizations are 
faced with a profusion of goals and crite-
ria, they behave much like a system with 
almost no goals at all. 
Also, the model in this paper avoids pre-
scriptions. The importance of careful anal-
ysis or reflection is itself subject to ration-
ale appraisal and will depend, like so 
much else, on the individual and the con-
tingencies of his or her situation. 97 Model-
ing cannot fruitfully involve the pursuit of 
such contextual detail. Moreover, a nor-
mative approach would require bibliogra-
phers' acceptance of fairly rigid norms 
about what is rational and acceptable be-
havior. What is so vital to the develop-
ment of either a normative or an explana-
tory theory-a paradigm 11 signaling the 
gestalt in which the situation is to be 
seen"98 -would be calamitously narrow 
for book selection. 
It may be useful to suggest possible 
areas of future research. One such area is 
prompted by the thought that some of the 
bounded rationality properties described 
primarily with reference to social and be-
havioral science books may not fully per-
tain (1) to collection development in the 
physical sciences, given the role of normal 
paradigms for gauging intellectual quality 
in those fields, or (2) to collection develop-
ment in the humanities, in view of various 
cultural establishments of extremely influ-
ential reviewing sources. 99 
Another area for reconsideration might 
be serials management. Some writers 
have proposed methods of classical ra-
tionality for journal evaluation that would 
require, for example, the development of 
lists of citation rankings or productivity/ 
cost ratings for scores of fields. 100'101 No 
one has really addressed the optimization 
problem of balancing the costs and bene-
fits of such complex and time-consuming 
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analyses. Perhaps the conclusions drawn 
in this article with reference to book selec-
tion do not fully apply to serials manage-
ment, since journal acquisitions and de-
acquisitions are more discrete and 
probably more important decisions. 
Further research in the area of collection 
development might benefit from the 
adoption of a particular point of view-
namely, that collection development can 
be described as a garbage can decision 
process if one adds the dimension of fluid 
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participation. Thinking about collection 
development in that framework would at 
least promote frank recognition that there 
is no general way of evaluating the organi-
zational effectiveness of libraries. Karl 
Weick, who conceived the idea of a loosely 
coupled system, once wrote of the need 
for redirecting our concern to one of effec-
tive organizing of the decision process, 
since the doin~ of the process it.self is what 
really counts. 2 
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Achieving Client-Centered 
Collection Development in 
Small and Medium-Sized 
Academic Libraries 
Bart Harloe 
This article presents a model for collection development appropriate for libraries whose primary 
purpose is to support undergraduate education. After a discussion of the organizational prereq-
uisites for client-centered collection development in small and medium-sized academic li-
braries, a step-by-step approach to the implementation of such a program is sketched. It is ar-
gued that academic libraries following this strategy can create a decision-making structure 
whereby important collection development initiatives are taken by the library with the advice 
and consent of the teaching faculty. 
"An intractable, apparently eternal problem plagu-
ing academic libraries is the unevenness of faculty 
commitment to collection building. " 1-Mary Biggs 
xhortations to small ana 
medium-sized academic li-
braries to follow the lead of the 
large research libraries and 
move from faculty-driven acquisitions 
process to a library-centered collection de-
velopment program appear frequently in 
library literature. 2 It is argued that those 
academic libraries whose primary mission 
is undergraduate instruction need to take 
control of the library materials budget, as-
sume responsibility for selection and take 
a more rational approach to collection 
management and development. For ex-
ample, it was recently argued in College & 
Research Libraries that college libraries in 
particular should adopt this model and es-
tablish library authority over the selection 
process: "The first step must be the aban-
donment of the department apportion-
ment process. " 3 
This article proposes that a collection de-
velopment strategy that focuses on 
budget authority and allocation structure 
is likely to cause unnecessary conflict. A 
more positive approach involves the crea-
tion of a comprehensive collection devel-
opment program which, in turn, creates a 
different context for selection decision 
making. The logic of the model proposed 
here-client-centered collection develop-
ment-leads inevitably toward a selection 
process in which the library makes deci-
sions with the advice and consent of the 
faculty. The focus is not on the materials 
budgets per se, but rather on the quality of 
the decision-making process for selection. 
This article is addressed to librarians 
who want to improve collection develop-
ment, but in a way that does not involve 
confrontation with the teaching faculty. 
Other, somewhat overlapping audiences 
Bart Harloe is Head, Collection Management in the New Mexico State University Library, Las Cruces, New 
Mexico 88003-0006. 
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are librarians who work in colleges with 
collections in the 100,000-300,000 volume 
range and those in libraries with collec-
tions in the 300,000-800,000 volume 
range. It is addressed to librarians who 
find the Standards for College Libraries rele-
vant in judging how well they are sup-
porting their institutional mission, and 
those whose libraries have less than the 
"magic million" in acquisitions budgets, 
or that serve institutions with stron7 or 
even lingering liberal arts traditions. Fi-
nally, it is addressed to those who are will-
ing to consider new ways of doing things 
and to take the strategic initiative in pur-
suit of new organizational ventures. 
THREE BASIC MODELS OF SELECTION 
IN ACADEMIC LIBRARIES 
Let us begin by imagining an organiza-
tional continuum with three basic points 
of reference (see figure 1). On one end is 
the historical model of selection. Its key 
characteristic is the faculty-driven acquisi-
tion process; book budgets are allocated to 
academic departments, where the bulk of 
orders originate as faculty requests. On 
the other end is the research model of se-
lection, whereby a highly organized and 
mostly library-directed collection devel-
opment organization, characterized by a 
library staff of subject bibliographers and 
part-time selectors, is largely responsible 
for carrying out a complex acquisition pro-
gram. 
The third model, located in the center of 
the continuum, is a shared authority 
model; although the library is responsible 
for the collection development program, 
faculty participate actively in the selection 
process. 
Over the last ten years, academic librari-
ans have significantly increased their con-
trol of the selection process. They have 
been especially successful within research 
libraries. While these developments en-
hance the position of some librarians and 
improve collection management, they 
also create a challenge for librarians in 
small and medium-sized colleges that are 
clustered toward the historical model end 
of the continuum. Given a small profes-
sional staff and a tradition of faculty con-
trol of acquisitions, how do you move to-
ward a more library-controlled effort? 
Other questions arise in medium-sized ac-
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ademic libraries that support both under-
graduate and graduate education: What is 
the best way to organize a collection devel-
opment program? Is the research model 
appropriate? If so, can it be implemented? 
To answer these questions, the basic 
components of a collection develqpment 
organization will be sketched and a more 
specific shared authority model-client-
centered collection development-appro-
priate for small and medium-sized aca-
demic libraries will be outlined. A realistic 
strategy for phasing in a client-centered 
program will then be presented. 
CLIENT-CENTERED COLLECTION 
DEVELOPMENT 
What are the signs of an effective collec-
tion development organization in an aca-
demic library? William Hannaford lists 
five key indicators: 
1. Written policies covering collection 
development activities 
2. Control of and responsibility for the 
materials budget by the library 
3. Presence of someone in the library 
who is, in effect, the chief collection devel-
opment officer 
4. Librarians who select, weed, evalu-
ate, budget and allocate 
5. The presence of a collection develop-
ment organization, e.g., faculty liaison5 
In addition to these generic organiza-
tional prerequisites, a client-centered ap-
proach to collection development in small 
and medium-sized academic libraries 
should include the following elements: 
1. Collection Development for 
Instruction-In most small and medium-
sized academic libraries the collection pri-
marily supports instruction; therefore, it 
is very important that the collection pro-
cess be curriculum-centered. The library 
should be intimately involved in the cur-
riculum development process in order to 
have effective planning in its collection de-
velopment program. 6 
2. Library Serials Committee-Because 
of the impact of serials on the budget, it is 
important that small and medium-sized 
academic libraries have a well-organized 
serials management program. Ideally, the 
serials committee should be composed of 
librarians and faculty and it should select 
May 1989 
and review serial collections on a regular 
basis.7 
3. Automation Program-The library 
should have an automation program that 
allows it to produce collection manage-
ment data, whether it be a new acquisi-
tions list produced by its bibliographic 
utility or a budget/vendor report pro-
duced by its automated acquisitions sys-
tem. Recent microcomputer develop-
ments now make it possible for small and 
medium-sized academic libraries to have 
sophisticated collection management pro-
grams.8 
4. Approval Plan-A well-designed ap-
proval plan, based upon a core collection 
concept of the library's program, is essen-
tial to the success of a client-centered col-
lection development program. This plan 
allows the library to manage the selection 
process effectively and, if developed cor-
rectly, may eventually lead to library con-
trol of the materials budget.9 
5. Client-Centered Liaison Structure-
[An effective automation program and an 
efficient approval plan are important be-
cause they can free library staff for collec-
tion development liaison work, the central 
element in a shared authority approach to 
collection development.] 
11 An effective automation program 
and an efficient approval plan are im-
portant because they can free library 
staff for collection development liai-
son work, the central element in a 
shared authority approach to collec-
tion development.'' 
CLIENT -CENTERED LIAISON WORK: 
THE DIVISION OF RESPONSIBILITIES 
BETWEEN LIBRARIANS AND 
TEACHING FACULTY 
The liaison structure would be a dual ap-
proach including librarians assigned to ac-
ademic departments to facilitate the col-
lection development process and 
classroom faculty liaisons who represent 
the academic units. This structure com-
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hines the best bibliographic expertise 
available in the library with the best sub-
ject expertise of the teaching faculty. The 
liaison system would serve as a communi-
cation link, allowing the teaching faculty 
to communicate its concerns regarding the 
collections and the library, in turn, to no-
tify interested parties of changing policies 
and procedures related to collection devel-
opment. In order to be effective, the client-
centered liaison system must be coordi-
nated from the library, and the librarians 
must be the prime movers in this decen-
tralized network. 
It is essential that the library be involved 
in the development of new academic 
courses and programs. Librarians work-
ing within a liaison structure would typi-
cally be involved in the curriculum devel-
opment process. They would also review 
orders from academic departments in or-
der to keep abreast of current faculty inter-
ests. They could work with the approval 
plan, developing profiles in cooperation 
with teaching faculty, review approval 
books and notification slips, and keep fac-
ulty informed of recently ordered materi-
als. Librarians would be serving as aca-
demic problem-solvers. 
Faculty should participate in the collec-
tion development process. Teaching fac-
ulty library liaisons would be responsible 
for representing current faculty concerns 
about the collections as they relate to the 
instructional needs of their departments. 
Typically, they could also review approval 
shipments and facilitate new serials re-
quests to the library's serials committee. 
While the library should be flexible about 
the nature and extent of the role faculty li-
aisons play, there must be documented 
agreement on the division of responsibili-
ties and the mutual expectations of the 
parties involved. 
A STRATEGY FOR CHANGE: 
MOVING TOWARD A 
CLIENT-CENTERED COLLECTION 
DEVELOPMENT PROGRAM 
The first step is to determine whether or 
not the library needs a fully developed col-
lection development program. The library 
might begin a collective self-analysis by 
answering the following questions: 
1. Is the library typically the last unit on 
campus to be informed of new courses 
and new academic programs? 
2. Are there chronic complaints from · 
faculty and students about either the 
quantity or quality of the collection? 
3. Is the materials budget in a constant 
state of crisis? 
4. Are serials consuming an ever-
increasing portion of the library's materi-
als budget? 
5. Is there confusion and/ or conflict 
about the perceived role of the collections 
in supporting both instruction and re-
search? 
SELF-STUDY I 
CONSULTATION PROCESS 
The answers to some of the above ques-
tions may be obvious, directing the library 
toward action, based upon a generally ac-
cepted perception of its ability to meet its 
collection goals. But assuming a need to 
validate these subjective perceptions, 
how might the library gather data to con-
firm initial impressions? There are three 
basic options for dealing with this prelimi-
nary needs analysis: 
1. Small academic libraries might con-
sider a self-study manual that has been ex-
plicitly developed for smaller academic li-
braries: Measuring the Book Circulation Use 
of a Small Academic Library Collection: A 
Manual. 10 
2. Medium-sized academic libraries 
might consider conducting a collection 
analysis project with the Office of Man-
agement Services, Association of Re-
search Libraries.11 
3. Rather than pursuing a self-study ap-
proach, small or medium-sized academic 
libraries might choose to consult an out-
side collection development expert who 
would make a site-visit. This approach is 
generally less time-consuming and more 
flexible than the self-study and the exact 
nature and extent of the consultation can 
be determined by the library. 12 
During this initial self-study/ 
consultation process, the library should 
address "enabling questions," in addi-
tion to the five questions posed above. 
1. Does the library have the critical 
mass necessary to launch and implement 
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a full-fledged collection development pro-
gram? In other words, do the librarians 
support the effort and is the teaching fac-
ulty open to changing their relationship 
with the library? 
2. What is the state of the library's auto-
mation systems and what computerized 
applications can be made toward collec-
tion management/development? 
3. How extensive is the library's biblio-
graphic instruction program and what 
kind of outreach does it involve? 
4. Does the library have effective re-
source sharing arrangements?13 
5. Is there an existing liaison network, 
formal or informal, that could be ex-
panded and strengthened in order to 
function as a collection liaison structure? 
Answers to these two sets of questions 
should determine whether or not the li-
brary moves ahead to establish a collection 
development program. Obviously, local 
circumstances will dictate the outcome. 
As the self-study will quickly demon-
strate, much will depend upon the library 
staff's attitude toward the change and the 
efforts it would require on the existing col-
lection development structure. Thus, if 
there is no faculty discontent, if the acqui-
sitions program is viewed as adequate, if 
users perceive the collections as strong, if 
there is no budget crunch, and if an infor-
mal communications network effectively 
addresses collection needs, then library 
staff may well conclude from the self-
study/consultation process that it is not 
necessary to push ahead with a more for-
mal collection development program. 
PHASING IN A CLIENT -CENTERED 
COLLECTION DEVELOPMENT PRO-
GRAM 
For purposes of this analysis, however, 
let us assume that, as a result of the above 
efforts, a library determines that it needs a 
more organized approach to collection de-
velopment. Let us also assume that the li-
brary wants to set up a client-centered 
program and that there is some support 
both inside and outside the library for 
such an effort. The gradual implementa-
tion of such a program would include five 
phases. 
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First Phase 
The first order of business is to establish 
a collection development committee and 
chairperson. This committee will provide 
an internal library forum for the discus-
sion of issues related to collection manage-
ment and development. It is important 
that the chair of this group assume re-
sponsibility for coordinating collection de-
velopment activities and schedule regular 
meetings with agendas. In this way, is-
sues can be addressed on an ongoing ba-
sis. 
"Once a library collection develop-
ment group has been organized, the 
library should move very rapidly to 
appoint collection development liai-
sons, both teaching faculty and li-
brarians.'' 
Once a library collection development 
group has been organized, the library 
should move very rapidly to appoint col-
lection development liaisons, both teach-
ing faculty and librarians. Initial discus-
sions should focus on the roles and 
responsibilities of the two. Once consen-
sus on this division of labor has been 
reached, the responsibilities should be ar-
ticulated and documented. 
The library should also consider during 
this first phase initiating an approval plan 
selection process. Approval plan vendors 
should be invited to the campus for pre-
sentations to an audience that would in-
clude teaching faculty. A very focused dia-
logue between the library and the faculty 
about the role of the collections in sup-
porting instruction and research should 
result from the presentation. For example, 
the concept of a core collection will emerge 
from discussion of the process of creating 
an approval plan profile. 
At this point, a pilot approval plap 
should be established, requiring the allo-
cation of part of the materials budget. 
Even a small approval plan will have an 
impact, and the subject areas Lhosen and 
funding allocated should be carefully de-
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termined, taking into consideration which 
departments might best work with this ac-
quisitions method. 
Finally, the library should decide 
whether to enlist the services of a collec-
tion development consultant. Careful 
consideration should be given to the role 
of a consultant as well as to the expecta-
tions of such a visit. For example, the li-
brary may decide that an orientation and 
training program for both library staff and 
teaching faculty could serve a useful pur-
pose and also advance the library's 
agenda, and a consultant's guidance 
would prove valuable in establishing such 
a program. 
Second Phase 
It is now time to appoint a serials selec-
tion and review committee, which in-
cludes representatives from the library 
and from the faculty. The committee's 
first task should be to write a serials selec-
tion policy statement, the drafting of 
which should provoke a lively debate 
about the role of the journal collections in 
supporting the instructional and scholarly 
activities of the academic community. 
Once the serials committee has completed 
a draft, it is critical that the document be 
widely circulated throughout academic 
departments. The liaison system can facil-
itate the process of distribution and dis-
cussion. The college or university library· 
committee would be responsible for its fi-
nal approval. 
In this phase, the library should also ini-
tiate a trial approval plan in selected sub-
ject areas. Key academic departments 
should participate both in the profiling 
process and in the screening of approval 
books received. Although librarians, too, 
should take part in this review process, it 
is especially important that teaching fac-
ulty evaluate the profile during the first 
year of operation. As a result of this kind 
of faculty participation, two things should 
happen: (1) the approval profile will be 
further defined and refined; and (2) the 
faculty will gradually gain confidence in 
the approval plan as a collection develop-
ment tool. 
During the second phase, the library 
should launch liaison outreach activities 
with various academic units, especially 
with those involved in the new approval 
plan. Topics of discussion during this pe-
riod of development might include: (1) the 
role of the library in the curriculum devel-
opment process; (2) the need for, and the 
purpose of, collection policy statements; 
and (3) the role of the new serials commit-
tee and especially the procedures for re-
questing a new journal. Topics such as 
these will encourage full discussion and 
dialogue including both theoretical con-
cerns and practical aspects of implementa-
tion. 
Third Phase 
By this phase, librarian liaisons are 
ready to play a greater role in the sel~ction 
process. They should be involved in the 
review of approval books for their respec-
tive academic subject areas. Another way 
to strengthen the library's role in the selec-
tion process is to initiate librarian review 
of firm orders coming from faculty in the 
academic departments. While this review 
may serve primarily to maintain current 
awareness, these librarians will eventu-
ally gain confidence in their ability to an-
ticipate the collection needs of their aca-
demic departments. 
During this phase of the new program 
approval plan performance should be 
evaluated. Informal discussions with fac-
ulty and librarians about the effectiveness 
of the approval plan should be supple-
mented by checking appropriate bibliog-
raphies covering the subject areas con-
cerned. If the approval program is 
effective, it should be expanded to cover 
all core areas of the curriculum. Needless 
to say, it is critical to consult faculty and 
reach a true consensus before the ap-
proval program is extended. 
Expansion of the approval plan will re-
quire the allocation of a large portion of 
the acquisitions budget. The approval 
plan vendor should provide one-year 
budget estimates, based upon the new, 
more comprehensive profile. With this in-
formation, the library can project spend-
ing needs for a new acquisitions program 
in the next budgetary year. 
The library should also allocate a budget 
for new serial titles. This allocation will de-
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pend, in turn, upon the current status of 
the book budget vis-a-vis the commitment 
to ongoing serial subscriptions. Once this 
is accomplished, the serials committee can 
begin to receive requests for new serial ti-
tles. The serials committee may also want 
to begin a discussion on procedures for re-
viewing established subscriptions as well 
as approving new ones. 
Fourth Phase 
The basic structure for selection decision 
making should be in place by this phase. 
The liaisons have been appointed and mu-
tual responsibilities worked out to the sat-
isfaction of both parties. The approval 
plan pilot program, after a period of test-
ing, has been expanded to cover the core 
curri<!ulum areas. The serials committee 
has met and made decisions on the first 
round of requests for new journals. The 
serials committee may even have begun to 
review current subscriptions with a view 
toward identifying for cancellation little-
used, very expensive titles that no longer 
meet the instructional/ scholarly needs of 
the college or university. 
As the new collection development pro-
gram continues to evolve, the library may 
want to analyze its automated systems 
with a view toward using already existing 
collection management information to 
further enhance the program. If the library 
does not have an automated acquisi!ions 
system, it may want to contact its biblio-
graphic utility and find out what services 
and products it can provide to support the 
program. For example, a new holdings list 
distributed to members of the liaison net-
work can serve to clarify the advantages of 
the new approach for developing the li-
brary's collections. 
Another way to solidify further the new 
collection development structure is to ex-
plore library resource-sharing options-
local, regional, and national. Indeed, if the 
library can demonstrate that it is effec-
tively pursuing a resource-sharing pro-
gram that increases access to external re-
sources, it may be able to make a 
successful case for a core-collection ap-
proach at the local level. 
Fifth Phase 
Based upon experience with the ap-
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proval plan and intensive discussion 
throughout the liaison network, it should 
now be possible to draft, and then circu-
late for approval, collection policy state-
ments. Because the library will have 
gained practical collection development 
experience by this phase, the process of 
writing, discussing, and approving such 
statements will not be just a theoretical ex-
ercise. In fact, the approval plan profile 
can serve as a kind of conspectus during 
the development of the collection policy 
statements. 
''Thus, the conversation between the 
librarians and the faculty is no longer 
focused on dollars, but rather on the 
collections, and how those collec-
tions support the academic programs 
offered to students by the faculty." 
Finally, as the library continues to moni-
tor approval plan performance and to em-
phasize the importance of faculty partici-
pation in the overall selection process, it 
may want to move toward a subject alloca-
tion structure for the materials budget. By 
now the library has demonstrated its com-
mitment to improving the acquisitions 
process by creating a collection develop-
ment program that places the emphasis on 
quality selection decisions rather than on 
money. The theme of the library at this 
point should be: "Tell us what you need 
and we will try to obtain it,'' within the 
context of those policies and procedures 
that now guide the collection develop-
ment process. Thus, the conversation be-
tween the librarians and the faculty is no 
longer focused on dollars, but rather on 
the collections, and how those collections 
support the academic programs offered to 
students by the faculty. 
Schedule for Implementation 
The time frames for the five phases de-
scribed above will depend upon local cir-
cumstances. Some libraries may be able to 
move quickly, others more slowly, de-
pending upon previously existing collec-
tion development activities and experi-
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ence. The important thing is to have a 
plan, flexible yet concrete, and to move 
steadily toward the next set of objectives. 
It is important to continue to involve 
teaching faculty every step of the way and 
to gain university or college administra-
tive support. The library committee can be 
an important ally in this process. 
When the library implements a new col-
lection development program, it is impor-
tant to monitor progress and to evaluate 
the success of the program as it evolves. 
We need to keep in mind the concrete out-
comes that we are seeking and the objec-
tive indicators that will allow us to say that 
we are achieving client-centered collection 
development. 14 
CONCLUSION 
ACHIEVING CLIENT -CENTERED 
COLLECTION DEVELOPMENT IN 
ACADEMIC LIBRARIES 
Heretofore, the collection development 
function in academic libraries has usually 
been performed by a staff of full-time sub-
ject bibliographers, in some areas supple-
mented by a small number of part-time se-
lectors who may have other primarrs 
duties (such as reference or cataloging). 5 
While this approach to collection develop-
ment has appeared to work in mid-sized 
to large research libraries, it would also 
appear to be inappropriate for small to 
medium-sized academic libraries whose 
primary mission is to support undergrad-
uate instruction. 16 
''This approach to collection devel-
opment assumes that the 'client-
centered library' is a real possibility 
in today' s small and medium-sized 
academic libraries.'' 
The organizational model described in 
this essay-client-centered collection 
development-is a highly decentralized 
scheme that requires all, or almost all, li-
brarians to do some collection develop-
ment liaison work. The emphasis is not so 
much internal, on the collections and the 
needs and requirements of research pro-
grams, but rather external, on the users, 
the instructional programs, and the curric-
ulum. 
In fact, this approach to collection devel-
opment assumes that the ''client-centered 
library'' is a real possibility in today' s 
small and medium-sized academic;. li-
braries. 17 A number of features of this type 
of management system should make it at-
tractive to small and medium-sized aca-
demic libraries. For one thing, it is a colle-
gial model, emphasizing horizontal 
decision making and teamwork. In many 
small and medium-sized academic li-
braries, the collegial tradition is still strong 
and the client-centered approach might be 
seen as an organic, evolutionary step. 18 
The client-centered library is based upon 
the notion that the librarian is a multita-
lented professional who might be ex-
pected to perform more than one role in 
the organization. Thus, librarians in this 
kind of organization might be expected to 
do cataloging and reference work, as well 
as instruction and collection develop-
ment. It is true that advanced subject 
background would certainly facilitate the 
collection development function. How-
ever, because the primary emphasis is on 
liaison work per se, it is expected that the 
librarians involved would, as a matter of 
course, become familiar over time with the 
teaching needs and research interests of 
their primary clientele: the students and 
faculty. 
Once a program such as this is put into 
place, a library could approach with confi-
dence the question recently posed by 
Ernest Boyer: ''Does the library's acquisi-
tions policy resist domination by narrow 
scholarly interests, serving also under-
graduate education?"19 I believe that small 
and medium-sized academic libraries are 
in an excellent position to resist and over-
come those whom Oscar Handlin calls the 
hyperspecialists, ''who increasingly pop-
ulate the faculties" and who "usually 
value only the materials they themselves 
use and regard alien collections as dis-
tracting drains upon resources."20 But 
progress will be made only if the small and 
medium-sized academic libraries take an 
active stance and if the librarians involved 
pursue an assertive, well-planned collec-
tion development strategy in the years 
ahead. 
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New Journal Decision Making 
Janet D. Bailey 
This paper will discuss the steps through which a publisher proceeds in making the decision as 
to whether to publish a new research journal and some of the considerations involved in estab-
lishing prices for a new journal. 
n general, the decision to 
launch a new journal has be-
come more difficult in recent 
years because of changes in the 
economic environment in which pub-
lishers operate. For example, in 1987 Else-
vier Publishing Co. launched five new 
journals. Significantly, during that year 
the company declined to publish about ten 
new journals that were considered andre-
searched quite seriously. In addition, the 
publishing staff corresponded with many 
individuals with ideas for new journals. 
Of the five new journals Elsevier did start 
up, three were sponsored by biomedical 
societies . and therefore would likely have 
been started even had Elsevier chosen not 
to publish them. Just as perhaps 80 per-
cent of papers that are rejected by one 
journal are probably published some-
where eventually, many of the journal 
proposals that one publisher rejects are 
eventually accepted by another publish-
ing company. Following is a description of 
the general process by which new journal 
proposals flow from the idea to the launch 
stage. 
PROPOSALS FOR 
NEW JOURNALS 
Ideas for new publications are gener-
ated from three main sources. First, are-
searcher may perceive a need for a new 
journal on a topic of personal interest and 
approach a publisher with the suggestion 
to launch this new journal with the re-
searcher at the helm. A second source is 
scientific societies that may have been too 
small to publish their own journal but that 
have grown large enough to provide a suf-
ficient author pool. In this case, the pub-
lisher might be approached by an ad hoc 
publications committee of the society. The 
third source of new ideas is the company's 
editorial staff. They obtain publication 
ideas by visiting research institutions and 
talking with scientists and scholars about 
information and publication needs, and 
by attending conferences to keep abreast 
of developing trends. 
Ideas for new research journals may be 
categorized in two ways. The first type is 
prompted by growth of a field such that 
discrete subfields identify themselves as 
large enough to attract enough papers to 
feed a journal. An example of this is a jour-
nal idea that was eventually rejected. In 
this case, the colleagues of the editor of a 
journal on cancer cell growth suggested 
starting a journal on solid tumors. The 
proponents of the journal idea noted the 
importance of the subfield and the fact 
that they had a list of several thousand re-
searchers actively involved in this area, 
who read a monthly newsletter they pro-
duced on this subject. 
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When approached with such proposals, 
the publisher begins its research by talk-
ing to authorities in the field to test the 
idea's strength. The staff editors then ex-
amine the existing literature to determine 
the prevalence of papers on the subject, 
what journals the existing papers refer-
ence, how many pages those journals 
have, and whether the publication lag 
times represent a threat to the efficient 
and timely dissemination of scientific in-
formation. After competitive analysis, a 
market research questionnaire is mailed to 
determine from investigators whether 
there is a perceived need among the scien-
tific community for such a journal. One as-
pect of this is the publisher's very real con-
cern with whether the proposed journal 
will receive enough papers. Editors inves-
tigate where the targeted researchers are 
currently publishing their work and 
whether there is room for a journal on this 
more highly targeted area. In the case of 
the solid tumor idea, the publisher de-
cided that the research community did not 
yet need a specialized journal for the pub-
lication of solid tumor papers. 
A second type of idea for a new journal 
is the perceived need to compile research 
on various aspects of a single subject. In 
this case, rather than breaking down a 
subject into smaller parts, a subject is con-
sidered from the point of view of various 
specialties, the idea being to gather in one 
place the variety of papers on a single sub-
ject that may be dispersed throughout 
many journals. 
An example of a journal that Elsevier 
launched that fits into this category is Ar-
thritis Care and Research . The idea for this 
journal was presented by a committee of 
the Arthritis Health Professions Associa-
tion of The Arthritis Foundation. This 
group consists of 2,000-3,000 therapists, 
nurses, and allied health professionals 
who work specifically with arthritis pa-
tients. Their group had grown quickly 
over the last few years, and they saw a 
need for a journal devoted to clinical re-
search on the care of arthritis patients. 
Such a journal, it was reasoned, would fo-
cus on research at a different level from 
that of medical research publications. As 
well, it would be more targeted to arthritis 
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than any of the existing therapy journals. 
The association did its homework. It 
polled its membership to determine how 
many papers they were publishing annu-
ally in this area. It was important to ensure 
that there would be enough manuscripts 
from their own membership to seed the 
growth of a journal until it could attract 
papers from outside the group. Upon 
completion of its research, the association 
presented its proposal to the publisher. 
JOURNAL SUBSCRIBERS: 
AUTHOR, RESEARCHER, 
AND LIBRARIAN 
This example of the launching of a new 
journal touches on the very critical subject 
of the author as customer. Publishers real-
ize that a journal needs to fill a real need in 
order to succeed. This means that the jour-
nal not only must attract subscribers, but 
also must generate editorial respect, 
which translates into authors who will 
submit papers, researchers who will read 
them, and librarians who will endeavor to 
add them to their collections. If the journal 
does not fill a research or scientific need, it 
cannot be successful. Authors and sub-
scribers may not be the same person, since 
librarians are usually the actual purchaser 
of the journal. If authors do not read, cite, 
or contribute to the journal, no one will 
subscribe. Librarians, who act as informa-
tion gatekeepers, will not maintain sub-
scriptions to journals for which authors 
and researchers do not exhibit a need. 
"Journal publishers pay attention to 
measures such as the Institute for Sci-
entific Information's Science Cita-
tion Index impact factor, as well as 
accessibility through key indexing 
and abstracting services.'' 
And so the competition analysis must 
identify a need for the publication by both 
authors and readers in order for a com-
pany to decide to commit its resources to 
launching a new journal. The existence of 
a sufficient author pool usually indicates a 
sufficient subscriber pool. A journal really 
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functions as an archive for the research of 
a field. For this reason, journal publishers 
pay attention to measures such as the In-
stitute for Scientific Information's Science 
Citation Index impact factor, as well as ac-
cessibility through key indexing and ab-
stracting services. 
CRITERIA FOR 
NEW JOURNALS 
In sum, what are the reasons for starting 
a new journal? 
From the editorial point of view, there 
may be no journal that covers the pro-
posed topic in sufficient detail. A subfield 
may have developed. Alternatively, there 
may be no journal that brings together pa-
pers on all aspects of a given subject. The 
current journals in a field may be so 
beleagured by submissions that the delay 
between submission and publishing is in-
ordinate, impeding the research dissemi-
nation process. A journal may have grown 
so large that it can no longer be handled by 
a single editor and needs to be split into 
discrete subfields to be manageable. An-
cillary to these considerations is the avail-
ability of high-quality scientists to serve 
on the editorial board. Behind all of this is 
the publisher's concern with the quality of 
the anticipated product. Because the com-
pany's imprint appears on its journals, it 
will try to ensure that new journals will be 
of the highest quality. 
From the company point of view, even if 
a new idea is determined to be a good one, 
a journal will only be launched if it com-
plies with the firm's internal criteria. Im-
portant among these are whether the pro-
posed journal fits within the subject areas 
in which the company currently publishes 
or has identified as areas into which the 
company plans to expand. Clustering of 
subject areas is important to maximize the 
expertise of staff. Financially, a company 
can support its marketing and customer-
service efforts more effectively by publish-
ing within specified subject areas. 
Another way publishers weigh pro-
posals is by determining how the level of 
the material fits with its current output. 
For example, one publisher may publish 
very little at the undergraduate level, 
while another may concentrate its edito-
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rial resources and sales efforts there. A 
publisher evaluates the market from the 
standpoint of who the purchaser is, or 
where the money comes from to purchase 
the journal. For example, many journals 
are designed primarily for the library mar-
ket, either in the United States or world-
wide, and others are designed mainly for 
the professional or industrial market. 
There is, of course, always potential for 
overlap in such market definitions, but the 
emphasis may vary. 
The market for a journal must be evalu-
ated in a fair amount of detail because the 
library or industrial markets are, in reality, 
groupings of discrete segments. For exam-
ple, a biomedical research journal's princi-
pal market may be the library. But what 
does this mean? It may include 2,000 med-
ical libraries worldwide, or as many as 
5,000, depending on the applicability of 
the research. It may be limited to 125large 
pharmaceutical companies, or it may ex-
tend to 2,000 or more worldwide. Busi-
ness or technology journals may be of in-
terest to only graduate school libraries or 
extend to all four-year colleges and uni-
versities, or appeal to junior and commu-
nity college library needs. They may be 
useful to thousands of companies in the 
United States or, if the subject matter is in-
ternational, worldwide. The governing 
criterion is always the extent of applica-
tion of the information provided. 
FINANCIAL PROJECTIONS 
Once a proposal has been examined 
from the editorial side, it is subjected to fi-
nancial projections. A hypothetical, hope-
fully realistic, five-year profit-and-loss 
statement is generated. To build this pro-
jection, every line item that needs to be 
considered in publishing a journal is esti-
mated. This analysis begins by consider-
ing the number of pages that are to be pub-
lished each year. Most often a journal is 
launched with quarterly or bimonthly is-
sues of, perhaps, eighty or ninety-six 
pages. The level of manuscript flow is 
then estimated for the five years of the 
projeCtion in order to project growth of is-
sues. The next step is to project the poten-
tial growth in subscribers over the five 
years, the anticipated subscription price, 
and associated marketing cost. The cost of 
promoting even a moderately sized new 
journal, for example, can be in excess of 
$20,000 in each of the first few years of 
publication. Projections such as these re-
quire some understanding of the market 
and of likely growth of the specialty field 
and its research activity. (Journals can 
only reflect, and not create, the actual re-
search in a field). 
From these calculations derive produc-
tion, editorial, fulfillment, mailing, and 
postage costs. Even the cost of the edito-
rial office must be included. While the 
editor-in-chief usually earns a modest sti-
pend and the publisher provides some 
payment to the editor's institution to help 
pay for office costs, the editorial board 
more often serves without pay, earning 
only professional fulfillment and, per-
haps, an annual editorial board lunch or 
dinner in compensation for their service. 
(While its merits are oft-debated, peer re-
view has as its goal the assurance of publi-
cation of valid, significant, and undupli-
cated research.) Income from the sale of 
author reprints is estimated along with the 
attendant costs. The departmental costs 
for internal management of the journal are 
estimated, and a share of the corporate 
overhead costs is assigned. Some exam-
ples of these kinds of costs are those of 
computer input of subscriber information, 
customer-service personnel, in-house edi-
tor/ author negotiations, production de-
partment purchasing of raw materials and 
contracting with vendors, and accounts 
receivable staff. 
The acquisitions department works 
with the editorial office in the early years 
of a new journal to define the specific aims 
and scope of the journal, make recom-
mendations for sections to structure the 
publication, and help initiate and sustain 
manuscript flow. Acquisitions also works 
with the scientific editor and the design 
staff to develop the page and cover de-
sign. 
Having projected anticipated costs, 
prices for the journal over the planning 
period are estimated, and the financial 
model is built. The price of the journal in 
the first year is set to be consistent with 
those for typical journals in similar subj~ct 
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fields, for similar markets, and of similar 
size. For each year, anticipated cost in-
creases due to inflation and growth in 
number of issues and pages are com-
puted. Price increases are dependent to a 
large degree on the number of pages pub-
lished. Each year a budget is established 
that sets the number of pages upon which 
the costs and prices are based. If for some 
reason mor~ pages are published than 
planned in any year, the financial perfor-
mance of the journal is negatively affected 
because of the extra costs resulting from 
those additional pages. In an established, 
perhaps profitable, journal, this effect 
may be less damaging because there may 
be sufficient income to offset some of the 
costs, although profit level will still be af-
fected. In a young, struggling journal, 
though, such an effect is likely to eliminate 
any potential for profit at all within the 
first few years. Because of growing re-
search needs, editors frequently seek per-
mission to publish more pages. To counter 
this trend, publishers work with the edi-
tors to increase their rejection rate or to 
limit the scope of the journal to only cer-
tain categories of papers. For example, a 
decision might be made to eliminate case 
report papers in order to concentrate on 
original research. 
One crucial component of costs is infla-
tion. Costs incurred in the industrial sec-
tor, including publishing companies, are 
different from those included in the Con-
sumer Price Index. Two significant exam-
ples that experienced particularly steep in-
creases in 1988 are paper stock and 
postage. Prices of publication paper stock 
increased by over 30 percent during the 
year. Paper stock can represent 30 to 40 
percent of the manufacturing costs of a 
journal, which in turn compose 20 to 35 
percent of a journal's costs. Thus, an in-
crease of 30 percent in paper cost can 
translate into an overall cost increase of 
nearly 5 percent for a journal. Postage 
costs increased in the United States in 
1988. Second-class rates, under which 
most journals are mailed, increased an av-
erage of 18 percent. Representing be-
tween 5 and 10 percent of total costs, post-
age expenses have a material effect on a 
journal's profitability. 
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Growth projections have become more 
difficult in the last few years because of the 
change in the journal marketplace. The 
tens of thousands of existing journals 
leave little room for new ones. Compari-
sons of growth projections for new jour-
nals launched in the 1960s and 1970s with 
those launched in the 1980s indicate that 
projections are much more modest as 
journals are launched in smaller, more tar-
geted subfields that represent smaller 
markets. While direct comparisons are dif-
ficult because of intangible variables such 
as quality and subject area, even a high-
quality journal in a good-sized area may 
today expect to reach only 70 to 80 percent 
of the number of subscribers as a similar 
journal started ten years ago. For smaller 
journals, with less certain editorial qual-
ity, the saturation may be lower. 
The resources a publisher must commit 
to building a journal have not decreased, 
though. Both staff and financial resources 
are required in sufficient amount to give a 
journal a fair opportunity for survival. 
Many publishers commit to three to five 
years of publication to determine a jour-
nal's potential. During, and even after, 
that period most publishers take every 
step they can to save an ailing journal. 
Such corrective efforts are important for 
two related reasons. First, publishers real-
ize that establishing a new journal places a 
strain on the resources of a library unless 
that journal fulfills a distinct market need. 
Because every effort is made to ensure that 
the journal will be needed before it is in-
troduced, publishers believe that they are 
building a trust by those who enter a sub-
scription, and who then establish records, 
procedures, and space for receipt and 
storage of the journal. Therefore, the deci-
sion to discontinue a new or existing jour-
nal is made only after careful deliberation 
and after attempting to save it by a variety 
of measures. Second, of course, is the fact 
that starting a new journal commits scarce 
staff and fiscal resources. Discontinuing a 
journal ceases all hope of recovering the 
significant investment that has been 
made. 
Publishers establish benchmarks by 
which to measure the success or failure of 
a new journal for each year. Among those 
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criteria is the stipulation that the total in-
vestment in a new journal be recovered by 
a predetermined year. This investment 
can exceed $150,000, and it is rare for it to 
be recouped in fewer than five years of 
publication. In fact, a new journal does 
not usually break even on an annual basis 
on direct out-of-pocket costs until after the 
second year. It makes sense, therefore, 
that publishers are vitally concerned that 
new product ideas be subjected to serious 
analysis before giving the green light to 
them. 
Once a journal has recouped its invest-
ment, it is hoped that it will begin to pro-
duce a measure of profit which the com-
pany can then earmark to research new, 
cost-saving production technologies and 
to launch new journals. 
CARE FOR THE 
AILING JOURNAL 
While there is, of course, nothing that 
can be done if no real market exists for a 
journal, publishers will attempt to take 
several types of corrective action to en-
hance a journal's potential for survival. 
Manuscript flow can be encouraged. 
There are journals for which research has 
indicated a need and for which customers 
have entered subscriptions, thus demon-
strating a market need, but to which pa-
pers, or the right kind of papers, are not 
attracted. One pediatric journal started 
seven years ago experienced this 
problem-it initially had difficulty attract-
ing the type of clinical paper for which it 
was designed. By careful management of 
the rejection rate, the journal was able to 
add quality manuscripts just as effectively 
as it had added subscriptions. This unique 
journal is only now reaching its potential, 
and its investment has not yet been recov-
ered. A similar example is a systems jour-
nal that Elsevier started about four years 
ago. It was chronically late because of dif-
ficulty in attracting manuscripts. It had a 
healthy renewal rate, however, which in-
dicated subscriber interest. This level of 
interest impelled the company to work to 
sustain the journal. Research interest par-
alleled subscriber interest through main-
tenance of good quality, and the journal is 
now performing well. 
The publishing industry is keenly aware 
of the disruption to the information mar-
ket that is caused by fractionalization of 
journals. Every publisher can cite exam-
ples of efforts at consolidation in order to 
minimize such fractionalization. One ex-
ample is that of a very promising small 
medical journal published by Elsevier, 
growing in size and in subscribers, con-
fronted with a small but expanding society 
expressing a firm commitment to launch-
ing its own journal. Not wishing to further 
fragment the market, the company 
reached an agreement to convert the jour-
nal it owned into a new journal owned by 
the society and published by Elsevier. 
While it was recognized that a compro-
mise such as this would cause some confu-
sion with library record keeping, the ad-
vantages to librarians, the scientific 
community, and the publisher by avoid-
ing publishing an additional journal out-
weighed any initial confusion. 
"While conducting the analyses re-
lated to introducing a new journal, 
publishers retain the spectre of tight 
library budgets, which are at odds 
with the growing needs of research-
ers for timely access to scientific de-
velopments.'' 
THE RESEARCH 
PUBLISHING ENVIRONMENT 
Most of the factors discussed here are 
practical considerations that determine 
everyday decisions. Publishers are fully 
cognizant of the fact that these daily pub-
lishing decisions have an enormous im-
pact on the scientific and information 
community. They therefore believe them-
selves to be a partner in that community 
and think about the worldwide effect of 
publishing policy on the company level. 
While conducting the analyses related to 
introducing a new journal, publishers re-
tain the spectre of tight library budgets, 
which are at odds with the growing needs 
of researchers for timely access to scien-
tific developments. Publishers participate 
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in dialogue within the professional com-
munity about the ethics of dual publica-
tion and scientific validity to try to prevent 
the clogging of information channels with 
invalid or unnecessary information. Par-
ticularly among medical media, pub-
lishers compete with non-peer-reviewed 
journal media that have different cost 
structures that allow subsidization of 
prices by the advertising community. Ef-
forts at protecting copyright from interna-
tional piracy help keep subscription prices 
down. At the same time publishers estab- . 
lish structures to try to respond quickly to 
appropriate permissions requests and to 
ensure access to needed scientific and 
business information. Publishers consider 
the potential impact over the long term of 
resource-sharing and electronic publish-
ing and their effect on pricing. Editors and 
publishers debate the same question that 
librarians ponder, that is, whether the 
printed journal will even exist in twenty 
years as a subscription product. Even the 
effect of government policy on transbor-
der information flow is a consideration in 
determining publishing policy. 
Questions such as these may seem so 
theoretical as to be incidental to the pub-
lishing process. However, a journal is 
launched with the expectation that it will 
continue for decades, and, of course, 
many current journals have existed i'-'A 
well over twenty-five years. Conse-
quently, concerns about the direction of 
scholarly information publishing are not 
insignificant. 
In conclusion, there is one seemingly 
small point that infuses the editorial envi-
ronment in which new publishing prod-
ucts are developed. After all the editorial 
and competitive analyses, objective finan-
cial calculations, and difficult decisions, 
the excitement generated within the pub-
lishing house about a new product is con-
tagious. There is a lot of care and personal 
enthusiasm that goes into building a new 
jour.aal. As a result, a new journal idea 
must have merit to generate the commit-
ment to publish. Journal ideas die for lack 
of a staff advocate. This is a little-
considered but important decision point 
along the path from initial idea to success-
ful journal. 
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Letters 
To the Editor: 
I wish to offer comment on Malcom Getz' s article, "More Benefits of Automation," ap-
pearing in the November 1988 issue of College & Research Libraries. Getz calculates that the 
annual benefit to users of the automated circulation system at Vanderbilt University for 
1987 was $115,340. That is most certainly an impressive savings, but I'm not sure the indi-
vidual user would find his or her respective share of the benefit very meaningful. If a library 
official told me as a library user that they were saving me an average of 78.5 seconds each 
time I charged out a book, I would find it difficult to come up with a serious response. I 
might even find it hard to keep from chuckling a little. 
We need to ask questions about how automation affects the user before we make the final 
judgment on its benefits. Is the user going to bank the 78.5 seconds saved every time he or 
she checks out a book and then take a holiday at the end of the semester? Will users stand to 
receive money for the time they save in charging books? I suspect that the answer to both of 
these questions is an emphatic no! 
$115,340, impressive though it may be in the aggregate, when divided over 657,304 circu-
lations amounts to no practical benefit to the user. I guess this is an example of the adage 
the whole is greater than the sum of its parts. 
DWIGHT E. STRANDBERG 
Dwight D. Eisenhower Library 
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Recent Publications 
BOOK REVIEWS 
Whittemo~e, Reed. Pure Lives. Baltimore: 
The Johns Hopkins University Press, 
1988. 159p. $16.95 (ISBN0-8018-3548-8). 
LC 87-16822. 
We live in an age (though not the first) of 
bloated biographies, books that seem to 
have as one of their goals to duplicate the 
body weight of their subjects. If we stay 
the course and endure one of them from 
first page to last, we may learn more about 
the subjects than friends ever knew who 
were intimate with them for fifty years. 
But how much of what we learn will be but 
the accidents of a life? And how do they 
adhere to its substance? Is there indeed a 
substance-some irreducible core-
identified by the biographer as the life's 
informing force? Is it finally the duty of the 
biographer to give us accidents ("the mi-
nute details of private life," in Dr. Joh~-- / 
son's words) or substance-or the two in 
clarified, or at least clarifying, juxtaposi-
tion? The relentlessly accumt1lative con-
temporary approach is .apt to tell us that 
the biographee has! the habit of cutting his 
fingernails !l-Ot from thumb to little finger, 
or little firiger to thumb, on a hand but 
rather working from the middle finger al-
ternatively out to either end-make of that 
what we will. The concern is not so much 
to render a life with form and definition 
and essence as to sow our minds with its 
millions of seconds and hope that some 
portion of the scatter will take hold and 
grow to a shape we can grasp. _ 
In Pure Lives, Reed Whittemore reminds 
us that there was once a more expeditious 
way to document a life. He ruminates on 
the history of the genre of biography (a 
word he tells us in an early footnote Dry-
den may have been the first to use}, begin-
ning with Plutarch and his comparative 
lives and moving lightly down the ages to 
the eighteenth century. Whittemore 
promises in his first paragraph to focus on 
five collections of early biography: Plu-
tarch's Lives of the Noble Greeks and Romans, 
Aelfric' s Lives of the Saints, Vasari' s Lives of 
the Artists, Holinshed' s Chronicles, and 
Johnson's Lives of the Poets. But he is being 
modest, for, in the essays that follow, the 
five texts prove but pretext, and his reach 
and curiosity encompass much more. He 
instructs us about key figures in the his-
tory of the genre and about some (Ma-
chiavelli and Shakespeare and Lawrence 
Sterne) we might never have thought to 
.associate with it. In the process, the book 
comes to be about character and the shift-
ing criteria for judging the quality of a life. 
The figures Whittemore seems most to 
admire stand at one end (Plutarch) and the 
other (Lawrence Sterne) of his essays, as 
ill-matched bookends. Whittemore is an 
admirably sympathetic reader of Plutarch. 
He takes comfort in the recurrent struc-
ture imposed on most of the lives, which 
are the prototype of ethical biography. 
Plutarch measures conduct, not thought, 
and judges his subjects by the nature of 
their public acts and achievements-by 
standards appropriate to public figures 
and by the extent to which they adhered to 
or bent from those standards. He belongs 
to the tradition, notes Whittemore, in 
which "the shape of a written life was de-
termined by something beyond chronol-
ogy.'' 
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Because Plutarch's subjects are great 
public figures, whose lives he shapes 
around the nature of their public achieve-
ment, his biographical essays inevitably 
become enmeshed in history. Plutarch 
was too conscientious a fellow not to be 
perplexed and troubled by the attendant 
questions: How does one separate biogra-
phy as genre from history as genre? What 
precisely is biography? How does one 
work within the conventions it imposes? 
The questions set Whittemore off on his 
exploration. What did subsequent practi-
tioners who measured their subjects by 
public acts and by the standards and char-
acter of the groups to which they belonged 
(kings, saints, artists, etc.) make of their 
responsibility to the Plutarchian tradition? 
These biographers did not seek ''a self'' as 
explanation or measure, a psychic center 
as dominant, ordering force. There was no 
need. Public acts were the externalization 
of the private self and were the core about 
which one shaped judgments. Biogra-
phers to the time of Boswell and Johnson 
thought the accomplishments of states-
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men, or poets, to be, in effect, displaced 
egos, the displacement being not a con-
cealment of the true self but rather a nor-
mal, healthy action and manifestation of 
the self. 
Whittemore guides us through the work 
of Aelfric and the hagiographers, of Ma-
chiavelli and Cellini and Vasari, of anony-
mous chroniclers and the famous Holm-
shed and Shakespeare himself. He runs at 
last smack up against Boswell and the 
transformation of the genre that occurs in 
the eighteenth century, when the private 
self, with its burden of indiscriminate de-
tail, crowds public man from the stage. 
Whittemore displays a nice degree of an-
noyance with Boswell's methods (he 
notes, for example, that printing the com-
plete contents of a journal or a diary or a 
castle is neither the only nor perhaps the 
best way of coming to a knowledge of the 
self) and is reluctant to concede him the 
pride of place he is often allowed in the 
evolution of the modern biographical ap-
proach. That Dr. Johnson, whose own bi-
ographical writings observed Plutarchian 
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norms, should have had his life tran-
scribed in blizzards of detail is choice 
irony. 
Before tweaking Boswell, Whittemore 
admits explicitly what the reader has in-
ferred long since from his text: ''There is 
nothing simple about the history of biog-
raphy, so I must be conscientious and end 
by introducing confusion.'' He locates the 
confusion in all the literary forms that by 
the seventeenth and eighteenth centuries 
gave authors the opportunity to break the 
rules and to ignore custom, as early biog-
raphy surely did not. Three pre-
Boswellian works in particular are said to 
be evidence of the favorable cultural cli-
mate for expanding the base of biography: 
Pepys' Diary, Defoe's Moll Flanders, and 
above all, Sterne's Tristram Shandy, which 
is, for Whittemore in a spirit of Shandean 
exuberance, "of course the finest book 
ever written." Whittemore's attention to 
Sterne is a surprise-a Shandean move, 
even. He sees in him "a man who found 
the life of the self to be suddenly spacious 
to a degree he had not previously imag-
ined." As such, he was a powerful influ-
ence on formal biographical practice and 
on psychobiography, though he was not 
himself a biographer-just ''a mock-up of 
what a biographer would be if he did not 
take on great public figures, and if he 
looked not at his subjects' performances 
but at their sentiments." 
Whittemore was not going to let pass 
the opportunity to write about Sterne, and 
the chapter is as provocative as it is unex-
pected. But then so is much of the book, 
which accounts for its great charm. It is 
rather like walking a museum not with a 
guide constricted on cassette but in the 
company of a civilized man of forthright 
opinions and idiosyncratic views who will 
say the most surprising things to instruct 
and to provoke, and say them without re-
course to the critical fatuities of our age-
the anemic prose, its lifeblood deficient, 
that tortures thought and language and 
reader in equal measure in the process of 
twisting about to bite its own tail. Whitte-
more is of a different school-of the school 
that once persuaded students to care pas-
sionately about literature not because it is 
pretext for t~eory but because it is text 
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from life, and sometimes even for life. Bi-
ography indeed. This is a short book but 
not in the least a slight one. Whittemore 
promises a sequel carrying the argument 
from Boswell to the present. Godspeed to 
his good work-James M. Morris, The An-
drew W. Mellon Foundation, New York, N.Y. 
Literary Reviewing. Ed. by James 0. 
Hoge. Charlottesville, Va.: University 
Press of Virginia, 1987. 139p. $24.95 
(ISBN 0-8139-1146-X). LC 87-8309. 
This slim volume collects essays by such 
authorities as Richard D. AI tick, Stanley 
Weintraub, Angus Easson, and Derek 
Pearsall on the techniques of reviewing lit-
erary scholarship. Six essays cover genres 
of scholarly production-theory, history, 
biography, editions, and bibliography 
(two on the last)-and three provide more 
general considerations of the practice of 
reviewing from the viewpoints of an edi-
tor, a publisher, and a producer of literary 
scholarship. The essays are largely taxo-
nomic and prescriptive and are saved 
from dullness less by particularly new, or 
newly stated, insights than by numerous 
anecdotes of offences against the review-
ing principles being recommended. De-
spite the contributors' occasionally con-
flicting views of these principles, 
librarians who are asked advice on review-
ing a particular type of academic produc-
tion can cite with assurance the appropri-
ate essay here. 
Librarians themselves will find some of 
the essays of interest as well. For example, 
Altick's essay accuses ''the library press'' 
of encouraging shoddy bibliographies, 
questions the reliability of reviews in pro-
fessional library periodicals, and asserts 
that librarians seldom keep themselves in-
formed of scholarship outside their own 
profession and even less frequently per-
mit their professional judgments to be in-
fluenced by such scholarship as they do 
read-all in an essay which calls for in-
creased cooperation between librarians 
and literary scholars. The two essays by 
Bruce Macphail and Robert Patten are use-
ful surveys of the place of the review in the 
scholarly communication matrix. Despite 
these attractions, Literary Reviewing is a 
confused production. The dust-jacket's 
368 College & Research Libraries 
claim that the nine essays form ''an in-
valuable guide to the art of literary review-
ing" could be tenable only for those who 
take ''literary'' to mean ''academic liter-
ary criticism.'' Those seeking guidance in 
reviewing "literature" in the sense of po-
etry, fiction, drama, and, yes, even some 
essays in criticism will not find it here. The 
lack of an index reduces the book's useful-
ness as a reference guide. No essay is de-
voted to special problems in reviewing lit-
erary criticism by, or concerning, 
feminists or members of ethnic and sexual 
minorities, nor are women among the 
contributors. 
Besides attempting to be a guide tore-
view writing, this book is a manifesto for 
the book review as an important scholarly 
activity. This is not surprising, since the 
editor, James 0. Hoge (with a contributor 
to this volume, James L. W. West III) co-
edits Review, a literary annual founded in 
1977 and also published by the University 
Press of Virginia. Hope and West hoped 
that Review would "promote scrupulous 
and responsible reviewing that would 
measure up to the most rigorous and ex-
acting standards of scholarly excellence.'' 
The present volume continues this proj-
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ect, in the belief that reviewing is '' diffi-
cult, grueling work that . . . performs the 
essential service of promoting what is 
good in scholarship while discouraging 
what is bad'' and that it should be taken as 
seriously as other scholarship. 
But Hoge' s message has not affected the 
. academic rewards system, as the provoca-
tive final essay, "Reflections on Star Wars 
and Scholarly Reviewing," by Michael 
West, makes clear. Citing the results of his 
survey of academic deans and drawing 
from his own experiences in reviewing 
and on the tenure track, West concludes 
that few literary scholars or deans give the 
book review a high rank as a scholarly ac-
tivity. This is surely news to no one, and 
West's suggestions for improving the situ-
ation (increase the length of reviews, give 
superior ones prizes) are limp. 
This honest and lively (if finally compla-
cent) essay was an ill-advised conclusion 
to both the literary guide and the mani-
festo. The reality it depicts inevitably 
throws an ironic glare upon the aspira-
tions and recommendations in the earlier 
pieces. In the larger argument about the 
value of the book review in the abstract 
and as measured by the rewards a scholar 
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can expect, the excellent advice contained 
in the intervening essays is lost and made 
to seem beside the point. The final lesson 
of the volume is the marginality of the 
book review to American literary scholar-
ship. Taken as a whole, Literary Reviewing 
is a victim of the identity crisis that con-
tinues to grip higher education.-Frank 
Immler, Humanities/Social Sciences Libraries, 
University of Minnesota, Minneapolis. 
Sitzman, Glenn L. African Libraries. Metu-
chen, N.J.: Scarecrow, 1988. 486p. 
$49.50 (ISBN 0-8108-2093-5). LC 87-
35658. 
African Libraries is a collection of unan-
notated bibliographies and descriptive es-
says on all types of libraries in Sub-
Saharan Africa, excluding those in South 
Africa and the Comoros as well as the five 
North African countries of Algeria, Egypt, 
Libya, Morocco, and Tunisia. There are 
five parts, followed by a name index. 
Part 1, Buildings and People: a Photo-
graphic Sampling (p.1-81), presents ninety 
black-and-white photographs that must 
have printed darker than the originals must 
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be. The photographs are both inside and 
outside shots taken by the author during 
his visits to the continent in the 1960s, 1971, 
and 1980. Description, history, and type of 
library is usually limited to one paragraph. 
While the national and academic libraries 
also are discussed later in part 4, part 1 is 
the only location for information on chil-
dren'-s and special libraries. 
Part 2, Chronology of Library and Re-
lated Events, 1773-1984 (p.82-101), is use-
ful for all types of research, as there is no 
other chronology for libraries in Africa 
during the colonial period (1885-1958) and 
after independence (1959 for most of the 
fifty African countries). Although the 
ev~nts for the first half of the twentieth 
century are somewhat sparse, Sitzman 
has provided a framework on which oth-
ers may build. Use of this section is limited 
because names and places are not in-
dexed. 
Part 3, Development of Library Litera-
ture, 1950-1980: A Bibliographical Essay 
· (p.102-57), is a chronological description 
that traces the development of libraries 
and librarianship in Africa using the cita-
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tions found in Library Science Abstracts and 
Library and Information Science Abstracts, 
1950-1980. This particular part provides a 
digest of the most important develop-
ments about African libraries for this pe-
riod. Again, the reader will have to read 
through each year to find information that 
covers more than one year or contains 
names of institutions or places because 
only personal names are indexed. How-
ever, the abbreviated bibliographic cita-
tion is found only in full in part 5. 
Part 4, Angola to Zimbabwe: a Nation-
by-Nation Survey (p.158-259), according 
to the author is based on standard refer-
ence books such as the Europa Year Book, 
the Unesco Statistical Yearbook, and the 
World of Learning. This is the easiest part of 
African Libraries to use because the text is 
arranged alphabetically by name of coun-
try. The contents contain a number of sta-
tistics and dates followed by type of li-
braries, their names, locations, and in 
some cases, volumes held, but the intent 
seems to be the creation of a directory of 
African libraries. If so, then numbering 
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and indexing individual libraries might 
have been helpful for the user. Also, it 
should be noted that the list of sources 
used indicates that the information is five 
years old. 
Part 5, Bibliography of African Librari-
anship (p.260-468), is the most important 
section, containing 2,700 unnumbered 
and unannotated citations to periodical 
and encyclopedia articles, monographs 
(unpaginated), and serials primarily in 
English, French, Scandinavian, and Ger-
man, with a few titles in transliterated 
Russian. It is essential that the contents of 
the Guide to Arrangement of the Bibliog-
raphy (p.262-69) be consulted before at-
tempts are made to find references on Af-
rica in general, Africana, interregional and 
regional titles, international meetings 
(1953-1984), and national bibliographies 
(further subdivided by name of country 
and then by type of library). The authors 
of books and articles are indexed in the 
name index. Updated supplements for 
1986-87 are to appear in Advances in Library 
Administration and Organization. The com-
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piler states that one-third or 900 citations 
are about Nigeria, Africa's most popu-
lated country. Sitzman requires users to 
adjust to the idiosyncratic arrangement of 
his essays, chronologies, and bibliogra-
phies before finding the important refer-
ences buried in African Libraries; with 
some attention and skill, this can be done. 
Because of its comprehensive scope, Afri-
can Libraries is an important guide to the li-
brary literature about and from Sub-
Saharan Africa that is difficult to identify. 
However, its arrangement, with some 
parts already out of date, and its lack of 
comprehensive indexes prevent it from 
being an unqualified first-choice reference 
tool.-John Bruce Howell, International Stud-
ies Bibliographer, University of Iowa Libraries, 
Iowa City. 
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White: Some Personal Recollections, 1921-1980. 
Metuchen, N .J.: Scarecrow, 1988. 184p. 
$22.50 (ISBN 0-8108-2104-4). LC 88-1979. 
Microcomputer Software for Performing Statistical 
Analysis: Handbook Supporting Library Decision 
Making. Ed. by Peter Hernon and John V. 
Richardson. Norwood, N .J.: Ablex, 1988. 
336p. $45 (inst.), $29.50 (pers.). (ISBN 0-8931-
496-7). LC 88-6360. 
Nelson, GailA., and Paula Hauser, Books for the 
Gifted Child. V.2. New York: Bowker, 244p. 
$32.95 (ISBN 0-8352-2467-8) . LC 79-27431. 
Newspapers in the Library. Ed. by Lois Upham. 
New York: Haworth, 1988. 160p. $29.95 
(ISBN 0-86656-688-0). LC 87-29866. 
Nicholas, David, et al. End Users of Online Infor-
mation Systems. London: Mansell Pub. 176p. 
$45 (ISBN 0-7201-1995-2). LC 88-8220. 
Over-the-Counter 1000. Ed. by David J. Hurvitz. 
New York: Monitor Pub., 1988. 550p. $1000. 
Oxford-Duden Pictorial French-English Dictionary. 
New York: Oxford Univ. Pr., 1989. 677p. 
$15.95 (ISBN 0-19-864153-2) . LC 83-4262. 
Peron Era Political Pamphlets and Monographs. Ed. 
by Joseph Criscenti. Betheda, Md.: Congres-
sional Information Service, 1988. 90p. (ISBN 
0-88692-146-5). 
Petroleum Contaminated Soils-Remediation Tech-
niques, Environmental Fate and Risk Assessment. 
Ed. by Paul T. Kostecki and Edward J. Cala-
brese. Chelsea, Mich.: Lewis Pub. 260p. $55 
(ISBN 0-87371-135-1). LC 88-13987. 
Portuguese Exploration to the West and the Forma-
tion of Brazil, 1450-1800: Catalogue of an Exhibi-
tion. Comp. by Dagmar Schaffer. Provi-
dence, R.I.: The John Carter Brown Library, 
1988. 86p. (ISBN 0-916617-33-5). 
Public Access to Government Infonnation: Issues, 
Trends, and Strategies. Comp. and ed. by Peter 
Hernon and Charles R. McClure. Norwood, 
N.J.: Ablex Pub., 1988. 560p. $60 (ISBN 0-
89391-522-X). LC 88-19249. 
Readers' Guide Abstracts. Print edition. Pub-
lished ten times annually. New York: 
VVilson, 1988. $295. 
Schwartz, Ruth. Multicampus Libraries: Organi-
zation and Administration Case Studies. Metu-
chen, N.J.: Scarecrow, 1988. 255p. (ISBN 0-
8108-2173-7). LC 88-21910. 
Short Story Criticism. Ed. by Sheila Fitzgerald. 
V.2. Detroit: Gale, 1989. 477p. $70 (ISBN 0-
8103-2551-9). LC 88-641014. 
Small Business Sourcebook. Ed. by Charity Anne 
Dorgan. 2v. set. Detroit: Gale, 1988. 1913p. 
$189/set (ISBN 0-8103-2648-5). 
Stateman's Year-Book Historical Companion. Ed. 
by John Paxton. New York: St. Martin's. 
346p. $45 (ISBN 0-312-00047-2). 
Strauss, Diane VVheeler. Handbook of Business In-
fonnation: A Guide for Librarians, Students and 
Researchers. Englewood, Colo.: Libraries Un-
limited, 1988. 538p. $37.50 (ISBN 0-87287-
607-1). LC 88-23093. 
Striking Research Gold. Comp. by California Pri-
vate Academic Libraries. San Francisco: 
Cal/Pals, 1988. 32p. $5. 
Swidan, Eleanor A. Reference Sources: A Brief 
Guide. Baltimore, Md.: Enoch Pratt Free Li-
brary, 1988. 175p. $7.95 (ISBN 0-910556-26-
1). 
Training Directory for Business and Industry 
Recent Publications 377 
1989-90. Detroit: Gale, 1989. 659p. $59.95 
(ISBN 0-8103-2232-3). 
Treasures from the Film Archives: A Catalog of 
Short Silent Fiction Films. Comp. and ed. by 
Ronald S. Magliozzi. Metuchen, N.J.: Scare-
crow, 1988. 856p. $62.50 (ISBN 0-8108-2180-
X). LC 88-13500. 
Ulrich's International Periodicals Directory, 
1988-89. Comp. by Bowker. V.l-3. New 
York: Bowker. $279.95 (ISBN 0-8352-2563-1). 
LC 32-16320. 
Video Source Book. 10th ed. Ed. by David}. VVei-
ner. Detroit: Gale Research, 1988. 2471p. 
$199 (ISBN 0-8103-4258-8). 
Webster's New World Dictionary of Quotable Defini-
tions. Ed. by Eugene E. Brussell. Simon and 
Schuster, 1988. 626p. $14.95 (ISBN 0-13-
948158-1). LC 88-15087. 
Whaling Masters. V.8. Comp. by Federal VVriters 
Project. San Bernardino, Calif.: Borgo Press, 
1987. 314p. $14.95 (ISBN 0-89370-933-6). 
VVheeler, Helen Rippier. Bibliographic 
Instruction-Course Handbook. Metuchen, 
N.J.: Scarecrow, 1988. 632p. $59.50 (ISBN 0-
8108-2131-1). LC 88-14003. 
VVilson, George, and Joyce Moss. Books for Chil-
dren to Read Alone. New York: Bowker, 1988. 
140p. $32.95 (ISBN 0-8352-2346-9). LC 88-
10430. 
Women of Color and Southern Women: A Bibliogra-
phy of Social Sdence Research, 1975 to 1988. Ed. 
by Timberlake, Cannon, Guy, Higgin-
botham. Memphis, Tenn.: Memphis State 
University, 1988. 264p. $15 (ISBN 0-9621327-
0-5). LC 88-63010. 
Original thinking ... 
Risk-taking .. . 
Innovation .. . 
Managing for change ... 
These are the qualities needed by academic 
librarians facing the challenges of the 1990s. 
The Hugh C. Atkinson Memorial Award Endow-
ment encourages the development of leaders 
possessing these important qualities through 
the annual recognition of a librarian with the 
vision to carry us into the 21st century. 
Your contribution will ensure the endowment's 
continue~ ability to give this award. Your gift is 
important. Please send in your donation today. 
----------------------Yes! I want to contrtbute to the development of leaders for tomorrow's 
libraries by giving to the Hugh C. Atkinson Memorial Award Endowment. 
(Your contrtbution is tax deductible to the extent allowed by law.) 
0 $25 0 $50 0 $100 0 Other __ 
Please make check payable to ALA--Atkinson Endowment. 
Name 
Address 
c~ srore z~ 
Hugh C. Atkinson Memorial Award 
ACRL/ AlA, 50 E. Huron Street, Chicago, Illinois 60611 
1-800-545-2433; 1-800-545-2444 in Illinois; 
1-800-545-2455 in Canada. 
"I've worn out about 10 sets of tires 
traveling from New Jersey to Pennsylvania to 
Connecticut and back visiting academic 
librarians. And I guess I've been through 40 
pairs of shoes in that time. But at EBSCO we 
feel that to offer truly professional service 
we must offer truly personal service. 
"In fact , EBSCO has built its entire 
operation around the concept of being there 
for our customers. We've located fully staffed 
and equipped subscription processing 
centers near enough to our customers to 
make in-person calls a routine occurrence. 
And the serials support group located at 
each of these offices is composed of trained 
professionals dedicated to responding to 
your needs quickly and effectively. 
"EBSCO realizes that its relationship with 
academic librarians is actually a challenging 
and sensitive partnership . . . one that 
requires its representatives to display not 
only serials knowledge and expertise, but 
also conscientiousness and genuine concern 
for customer needs. That's why I make 
myself available whenever I'm needed, 
whether in person or by phone ... why I 
perform inservice training for new 
customers . .. why I use my experience to 
foresee and forestall potential problems with 
your subscription program .. . whatever it 
takes." 
Audrey Greene 
Sales Representative 
At EBSCO, we think academic librarians 
should be served by experienced serials 
professionals who will 'be there' for them. 
Isn't that what you expect from a 
professional subscription agency? 
ii:t-ri•J 
SUBSCRIPTION SERVICES 
International Headquarters 
P.O. Box 1943 • Birmingham, AL 35201 
(205) 991-6600 
CONTACT US TODAY TO LEARN MORE. 
NEW REFERENCE 
TOOLS FOR LIBRARIES 
A Timely New Video Series 
THE GREAT 
EXPLORERS 
R ight in time for the Columbus discove~:y of Amer-ica SOOth anniversary in 1992 , Omnigraphics 
presents six video programs, 25 minutes each, featur-
ing on-site filming and interviews with the worfd's 
leading Columbus authorities in Italy, Spain, theCa-
ribbean, and the U.S., $85 per tape, VHS or Beta. 
Standing order for all six, $450 (save $60). 
• Columbus: The Man and the Myth. 
The origins, the personalities, and the power with 
the facts separated from the fictions . In prep. 
• Preparations for the Famous Voyage of 1492. 
The ships, the crews, the means of navigation, the 
first landings in the New ,World. In prep. 
• Search for La Navidad. 
Long a mystery, the location of Columbus's ill-fated 
first settlement is actively investigated by scientists, 
technicians, and experts in documentary research. 
Now ready. 
• The New World Columbus Found. 
Historians, linguists , and modern explorers re-
create the pre-Columbian Indians of the Caribbean, 
their cultures, conflicts, languages, and the colo-
nies Columbus established in their midst. In prep. 
• God and Gold. 
The business of discovery and the relentless mis-
sionary zea l of Columbus and those who followed 
him . In prep. 
• Columbus's Other Voyages. 
Lands and cultures he encountered. His fall from 
power, final years, and a summary of his lasting 
contributions. In prep. 
New 
Quarterly 
Journal 
C ur rent deve lop-ments concerning 
emp l oyment, par-
ticularly of the Young, 
the Elderly, Women, and 
the Disabled . 
This new quarterly jour-
nal focuses on groups which are often the last hired 
and first fired. Issue No. I, subtitled Youth, has five 
sections: 
• The Future 
• Training and Opportunities 
• Innovative Ideas 
• Entry-Level Jobs 
• Advice (preparing for interviews, using 
library resources, etc.). 
Future issues wi ll focus on the problems of retirees, 
women returning to the job market, and the disabled . 
Edited by Margaret W. Young. Quarterly (Marc h , 
June, September, Dece mber) 1989. ISSN 1040-9300. 
Annual subscription $48. Single issue $ 15. Freesample 
on rfquest . 
A Unique Tool for Business 
PHON AMES 
DIRECTORY 
T his is the first ever practical "how-to" guide to help business firms and institutions coin promo-
tional phone numbers such as HALT, RAIN , STOP, 
BARK, CAST, BUYS, SELL- or the winning com-
bination that enables AMTRAK to advertise nation-
wide: call 1-800-USA-RAIL. 664 pages. 
Over 330,000 Numbers with corresponding Letter 
Combinations and a lph abetically arranged Letter 
Combinations with Correspond ing Numbers. 
Edited by Claurene duGran. 664 pages . $350. 1n print. 
Order by Mail, Phone or Fax (313) 961-1383 
All Books and Videos Available on 60-Day Approval 
OMNIGRAPHICS, INC. 
Penobscot Building ·Detroit, MI 48226 • (313) 961-1340 
